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SUMMARY  OF  FIPIDINGS 


The  department  of  veterans  services  was  established  in 
19^6,  pursuant  to  an  ordinance  of  that  year  which  gave  effect  to 
Important  changes  in  state  legislation  governing  rights  to,  and 
the  administration  of,  veterans  benefits  and  services.   The  depart- 
ment of  veterans  services  replaced  the  former  soldiers  relief  de- 
partment .   In  March  19^9>  the  department  had  80  emploj^es  at  an 
annual  payroll  cost  of  over  $204,000.  During  1948»  the  department's 
total  expenditures  exceeded  $966^  000^  of  which  over  $-770,000  was 
expended  in  distributing  veterans  cash  benefits. 

The  scope  of  this  report  is  confined  to  findings,  con- 
clusions ^  and  recommendations  with  respect  to  the  organization  and 
management  of  the  department  of  veterans  services^  as  prescribed 
by  a  relatively  large  amount  of  state  legislation.   No  attempt  is 
made  to  evaluate  the  relative  merits  of  the  Ccm.raonwoalth 's  legis- 
lation on  veterans  benefits  and  services  as  compared  with  similar 
programs  in  other  states  or  of  the  federal  government. 

The  department  has  been  organized  Into  seven  major  units 
consisting  of  the  director's  office  and  six  divisions.   Some  of  the 
larger  divisions  have  been  organized  further  into  smaller  units  or 
sections^  primarily  for  the  purposes  of  providing  better  super- 
vision and  more  efficient  organization  for  carrying  out  certain 
types  of  functions  and  activities.   In  addition^  the  department 
Is  geographically  decentralized;  based  partly  on  trie  lack  of  suita- 
ble offices  for  greater  consolidation  of  staff  and  partly  on  the 
necessity  for  administration  close  to  the  scene  of  operations.  As 
a  consequence  of  these  factors  leading  to  decentralization,   the 
staff  and  operations  of  the  department  are  assigned  principally 
to  three  different  locations.   Offices  of  the  department  are  located 
at  14-18  Oliver  Street,  Boston,  at  the. Bos  ton  Common  and  at  the 
Boston  City  hospital. 

This  organization  plan  is  considered  reasonably  satis- 
factory with  some  few  exceptions.   The  largest  division  of  the 
department  is  the  soldiers  relief  division.  However,  this  division 
has  not  been  sectionalized  in  order  to  provide  the  efficiency  of 
supervision  which  it  is  believed  practicable  to  achieve.   The 
current  organization  structure  of  the  division  results  in  27 
employes,  engaged  in  numerous  different  activities,  reporting  direct 
to  the  chief  supervisor.   Substantial  improvements  can  be  made  in 
the  organization  of  the  soldiers  relief  division, by  putting  into 
effect  an  organization  pla,n  comparable  to  that  found  in  some  other 
divisions  of  the  department. 

The  Buddies  Club  in  the  Boston  Common  houses  two  divi- 
sions of  the  department  -  the  veterans  services  division.,  and  the 
housing  and  unemployment  division.   These  divisions  have  eight  and 
six  employes  respectively.   In  bmad  terms,  these  divisions  provide 
most  veterans  services  required  by  law.,  other  than  the  distribution 
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of  cash  benefits.   It  is  believed  that  the  two  divisions  should  be 
consolidated.   This  action  vould  eliminate  one  relatively  high 
salaried  supervisory  posit ion^,  and  would  provide  a  logical  grouping 
of  the  staff  engaged  in  related  or  allied  functions  and  activities. 
Whatever  may  have  been  the  justification  for  separate  divisions  in 
the  pastj  based  on  the  size  of  staffs  or  the  volume  of  activities, 
it  is  not  considered  that  such  factors  are,  or  are  likely  to  be,  of 
sufficient  importance  to  Justify  the  continuance  of  two  separate 
divisions  for  the  administration  of  veterans  services. 

Significant  changes  in  the  work  performed.,  or  services 
provided,  by  the  department  can  be  brought  about  by  legislation  or 
by  business  conditions.   However/  it  is  believed  that  the  department 
can  reduce  its  staff  to  some  extent  without  creating  unreasonable 
workloads  on  individual  employes,  decreasing  the  efficiency  of 
operations,  or  impairing  the  quality  of  services  rendered.   Speci- 
fically, reduction  in  staff  is  believed  practicable  in  the  applica- 
tion section  of  the  settlement  division  and  in  the  unem.ployraent 
section  of  the  housing  and  unemployment  division. 

In  other  instances ^  the  size  of  division  staffs  is 
dictated,  to  a  large  extent.,  by  the  policies,  procedures,  and  forms 
prescribed,  by  state  legislation  and  state  agencies  over  v/hlch  the 
City's  department  of  veterans  services  has  no  control.   Kov^ever, 
aside  from  clerical  and  stenographic  requirements.,  it  ma.y  be  possible 
to  make  substantial  reductions  in  personnel  engaged  in  field  work 
or  other  activities  outside  the  offices  of  the  department.   The 
department  is  particularly  deficient  in  the  preparation  and  use  of 
adequate  records  showing  how  field  workers  spend  their  time,  and  the 
work  they  accomplish.   The  lack  of  such  time  and  work  reports  is 
considered  important,  in  view  of  the  fact  that  about  20  employes, 
or  about  25  percent  of  the  department's  entire  staff,  spend  over 
70  percent  of  their  time  in  the  field  or  away  from  the  office,  and 
without  immediate  supervision. 

A  number  of  recommendations  are  presented  in  the  report 
for  improving  policies  and  procedures  relative  to  the  preparation 
of  claims,  to  the  rejection  of  claims,  and  to  the  providing  of  in- 
formation to  returnees  and  their  eligible  dependents  about  their 
rights  and  privileges  under  various  veterans  programs.   It  is  be- 
lieved that  the  department  has  not  given  sufficient  attention  to, 
or  taken  full  action  on,  problems  involved  In  interviewing  and 
assisting  applicants  in  the  preparation  of  claims  so  as  to  stream- 
line these  operations  to  the  fullest  prr^cticable  extent. 

In  broad  terras,  the  organization  and  operations  of  the 
disbursement  division  are  satisfactory o   Several  recommendations 
are  made  with  a  view  to  reducing  recordkeeping,  and  to  improving 
methods  for  the  disbursement  of  cash  benefits.  A  review  of  accounts 
receivable  shows  that  the  department  has  not  been  particularly 
successful  in  receiving  reimbursements  of  benefits  paid  to  veterans 
or  their  eligible  dependents,  where  the  expenditures  have  been 
approved  by,  and  the  reimbursements  are  due  from.;  other  Cities  and. 
towns  throughout  the  Commonwealth. 
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SUMI'lARY  OP  RECOMMENDATIONS 


The  recommendations  expressed  or  implied  in  Report 
Number  22  on  the  department  of  veterans  services  are  as  follows: 

1.  Define  more  clearly  the  authorities,  duties,  and 
responsibilities  of  the  positions  of  deputy  direc- 
tor and  assistant  director  and  fix  appropriate 
compensation  for  these  positions.   (Sec.  5) 

2.  Abolish  the  housing  and  unemployment  division  and 
transfer  the  functions,  activities,  and  staff  of 
this  division  to  the  veterans  services  division. 
(Sec.  5) 

3.  Consider  the  elimination  of  the  position  of  senior 
employment  registrar.   (See.  6) 


^1 .   Transfer  the  charge  for  the  salary  of  the  position 
of  senior  employment  registrar  from  the  payroll  of 
the  municipal  employment  bureau,  whether  this  posi- 
tion Is   permanent  or  temporary.   (Sec.  6) 

5.  Eliminate  one   or  two  positions  in  the  application 
section  of  the  settlement  division.   (Sec.  7) 

6.  Reorganize  the  soldiers  relief  division  to  provide 
better  supervision  and  more  efficient  operations. 
(Sec.  7) 


Design  and  use  better  records  for  reporting  the  time 
spent  and  work  accomplished  by  field  workers  and 
for  analysis  in  determining  field  workers'  perfor- 
mance, equitable  workloads,  and  more  efficient 
overall  field  operations.  (Sec.  6,  7,  8,  11,  and  12) 

8.  Transfer  the  switchboard  operator  from  the  soldiers 
relief  division  to  the  disbursement  division. 
(Sec-  7) 

9.  Eliminate  one  or  two  positions  in  the  unemployment 
section  of  the  housing  and  unemployment  division. 
(Sec.  10) 

10.   Incorporate  in  authorizations  for  the  payment  of 

veterans  benefits  data  essential  to  the  operations 
and  records  of  the  disbursement  division,  and  dis- 
continue routing  case  history  files  from  the  soldiers 
relief  division  to  the  disbursement  division. 
(Sec.  13) 


11.  Discontinue  the  preparation  of  the  "relief  allowed" 
record.   (Sec«  13) 

12.  Process  more  vigorously  reimbursements  due  from 
other  Cities  and  towns.   (Sec.  13) 

13.  Assign  to  the  City  collecting  department  responsi- 
bility for  recovering  all  monies  due  the  department 
of  veterans  services  from  other  Cities  and  "towns. 
(Sec.  13) 

m.      Discontinue  making  non-emergency  payments  by  cash 
and  handle  such  payments  by  means  of  supplementary 
payrolls.   (Sec.  13 ) 

15.  Prepare  and  use  standard,  written  instructions  for 
the  preparation  of  applications  and  reapplicatlons 
for  the  payment  of  veterans  benefits.   (Sec.  14) 

16.  Take  the  initiative  in  securing  revision  of  applica- 
tion and  reappllcation  forms.   (Secc  m) 

17»   Issue  formal,  v^ritten  notices  covering  the  rejections 
of  all  claims  for  the  payment  of  veterans  benefits. 
(Sec.  14) 

18.   Revise  rejection  notices  to  include  data  covering 
the  reason  for  rejections^  a  notice  of  rights  to 
appeal,  and  the  manner  in  which  appeals  are  to  be 
initialed.   (Sec.  14) 

19'   Prepare  a  summa,ry  of  legisla.tion  outlining  essential 
qualifications  for  receiving  benefit  payments  and 
distribute  the  summary  to  prospective  claim.a.nts 
or  lor  to  the  preparation  and  filing  of  claims. 
(Sec,  14) 


DEPARTMENT  OP  VETERANS  SERVICES 


1 .  Introduction 

The  department  of  veterans  services  is  concerned  with  the 
administration  of  veterans  benefits  and  with  providing  other 
services  to  veterans  on  a  City -wide  basls^  as  prescribed  by  ordinance 
and  legisla.tion  of  the  Commonwea.lth.   The  department  Is  headed  by 
a  director  who  Is  appointed  by  the  mayor,  subject  to  confirmation 
of  the  City  council.   The  director  is  also  the  commissioner  of 
soldiers  relief  for  the  City  of  Boston. 

The  headquarters  of  the  department  are  located  in  rented 
premises  at  1^-18  Oliver  Street^  Boston.   Division  offices  are 
operated  at  the  Boston  Common  and  at  the  Boston  City  Hospital, 

As  of  March  29,  19^^ 9.  the  department  was  staffed  with  80 
employes  at  an  annual  payroll  cost  of  approximately  $20^,620.   In 
19^85  department  expenditures  were  in  excess  of  $956,000,  of  which 
over  $770^000  was  spent  in  distributing  veterans  cash  benefits. 

2 .  Scope  of  the  Report 

This  report  is  based  upon  a  study  of  the  organization  and 
operations  of  the  department  of  veterans  services  of  the  City  of 
Boston.   The  scope  of  the  report  is  limited  to  f8.ctors  and  conditions 
having  a  direct  bearing  on   the  efficiency  and  economy  with  which 
the  department  performs  its  duties  and  discharges  its  responsibili- 
ties as  prescribed  by  a  relatively  large  volume  of  legislation. 

No  attempt  has  been  made  herein,-  to  evaluate  the  relative 
merits  of  the  Commonwealth's  legislation  with  respect  to  veterans 
benefits  and  services  as  compared  with  similar  programs  in  other 
states  or  as  prescribed  by  federal  legislation.   Furthermore,  this 
report  does  not  deal  with  any  aspects  of  the  administration  of 
veterans  legislation  not  under  the  Jurisdiction  of  the  cjepartment 
of  veterans  services, 

'j> .   History  of  the  Department  of  V£-terans  Service 

In  accordance  with  Chapter  222;  Acts  of  l66l^  the  City  of 
Boston  appropriated  funds  for^  and  distributed^  monthly  payments  to 
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de pendents  of  soldiers  and  sa.ilors  engaged  in  the  Civil  War. 
Under  this  law,  it  was  provided  further  that  the  Coraraonwealth, 
within  certain  limitations,  would  reimburse  the  City  for  such 
expenditures.   In  l866j  this  law  was  changed  to  authori^.e  monthly 
payments  to  disabled  veterans. 

It  is  said  that  veterans  relief  was  first  enacted  into 
law  by  Chapter  ^'438,  Acts  of  1888.   The  object  of  this  legislation 
was  to  remove  from  almshouses  many  veterans  and  their  dependents, 
and  to  free  them  from  pauperism.   Under  this  law.  relief  was  paid 
entirely  by  the  City  or  town  in  which  the  beneficiaries  had  legal 
settlements^  with  no  reimbursement  by  the  Commonwealth  as  in  case  of 
state  aid  and  military  aid.  Up  to  I898,  all  distribution  of  City 
aid  to  soldiers^  sailors,  and  their  dependents  was  made  by  the 
direction  of  the  raavor  and  the  board  of  aldermen- 

Chapter  ^^1,  Acts  of  1897?  created  the  soldiers  relief 
department  and  placed  it  in  charge  of  a  commissioner  appointed  by 
the  mayor.   The  various  laws  relating  to  aid,  relief.,  or  other 
assistance  to  those  in  the  military  services,  veterans,  and  their 
dependents  have  been  codified  under  Chapter  II3  of  the  general 
laws  and  amendments  thereto. 

Chapters  58^-}  and  599  of  the  Acts  of  19^16  made  substantial 
changes  in.,  and  additions  to,  previous  legislation  with  respect  to 
veterans  benefits  and  services,  and  made  mandators  the  establishment 
and  operation  of  a  City  department  of  veterans  services.  As  a  con- 
sequence; Chapter  9  of  the  Ordinances  of  19^6  created  a  department 
of  veterans  services  in  the  City  of  Boston  to  perform  the  functions 
and  engage  in  the  activities  assigned  to  the  soldiers  relief  de- 
partment which  the  new  departm.ent  replaced. 

^.   Functions  and  Activities 

In  bro8».d  terms,  the  department  01  veterans  services  func- 
tions primarily  as  an  agent;  so  far  as  the  interests  of  the 
Commonwealth  require,  in  receiving,  investigat iagj  and  recommending 
the  acceptance  or  rejection  of,  claims  for  veterans  financial 
benefits  and  in  providing  various  counselling  and  other  services 
to  enable  veterans  to  exercise  their  rights  as  prescribed  by  the 
Commonwealth  under  numerous  veterans  programs.   However,  the  City 
may  disburse,  on  its  own  initiative,  veterans  benefits  in  excess'  cf 
the  amounts  authorized  or  approved  by  the  Commonwealth's  commis- 
sioner of  veterans  services.  As  a  rule,  one -half  of  the  benefits 
paid  by  the  City  to  applicants  having  legal  settlements  in  the  City, 
and  which  have  been  authorized  by  the  Commonwealth,  are  reimbursed 
by  the  Commonwealth.   Expenses  attending  the  payment  of  such  bene- 
fits and  other  veterans  services  are  borne  by  the  City.   Roughly 
epeaking,  therefore,  the  City  bears  the  normal  operating  expenses 
of  the  department  of  veterans  services. 
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Veterans  benefits  include  state  aid^  military  aid,  soldiers 
relief;,  and  other  allowances  as  may  be  necessary  to  afford  veterans 
and  their  eligible  dependents  with  relief  or  support  and  to  meet^  or 
make  substantial  contributions  to>  essential  expenses  incident  to 
medical  care,  hospitalization,  burial,  and  the  like.   Investigative 
functions  and  activities  are  involved  primarily  in  determining  the 
essentiality  and  extent  of  relief,  in  establishing  whether  or  not 
claimants  meet  various  other  minimum  qualifications  for  receiving 
benefits,  and  in  providing  a  basis  for  other  assistance  toward  re- 
habilitation and  self-support. 

All  actual  disbursement  functions  and  activities  are  carried 
out  at  the  department's  main  office  at  1-4-18  Oliver  Street,  Boston. 
Most  investigation  functions  and  activities  are  directed  and  carried 
out  from  these  offices  also.  A   separate  staff  for  taking  applica- 
tions, investigating  claims,  and  otherwise  processing  benefits  re- 
lating to  medical  treatment  and  hospitalization  at  the  Boston  City 
hospital  has  been  assigned  division  status  in  the  department  and 
provided  with  an  office  and  facilities  at  the  hospital. 

Other  functions  and  activities  of  the  department  include 
providing  information,  advice,  and  assistance  tc  veterans  in  cases 
not  Involving  cash  disbursements.   These  services  are  available  for 
the  purpose  of  enabling  veterans  to  procure  the  benefits  to  which 
they  may  be  entitled  under  various  municipal,  state,  and  federal 
veterans  programs.   Such  benefits  relate  to  employment,  education, 
pensions,  insurance,  medical  care,  hospitalization,  and  the  like. 
For  the  most  part  these  non-financial  services  of  the  department  are 
directed  and  provided  by  division  staffs  in  offices  at  the  Boston 
C  ommon . 

During  the  years  1939  through  19^  1^  ^'ov   which  records  of 
'the  department  were  received,  it  is  indicated  that  an  approximate 
annual  average  of  2450  cases  were  aided  financially.   The  large 
majority  of  these  cases  were  World  War  I  veterans  and  their  depen- 
dents, with  less  than  200  cases  distributed  among  veterans  and  their 
dependents  of  the  Civil  War,  Indian  V/ar,  Spanish  Vlar,  and  Mexican 
Border  War . 

In  19^1,  a  substantial  number  of  World  Vfar  II  cases  were 
aided,  but  through  19^5  the  approximate  total  average  number  of 
cases  aided  annually  decreased  to  2290. 

Presented  as  follow^s  is  a  tabulation  of  cases  aided  during 
19^6  through  19^8?  s.s  found  in  the  records  of  the  department, 
"Classified  according  to  the  war  giving  rise  to  rights  for  benefits: 
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Civll  War 
Indian  War 
Spanish  War 
Mexican  Border  War 
World  War   I_ 
World  V/ar   II 

Totals 


19^6 

1_ 

9^7 

1948 

23 

20 

6 

6 

4 

,    81 

81 

69 

3 

4 

2 

807 

993 

1,016 

1.528 

2 

.074 

1.937 

2,2^7 

3 

,  lOl 

3.048 

The  number  of  individual  cases  aided  daring  the  first  quarter 
of  1949  could  not  be  ascertained^  since  such  records  had  not  been 
compiled  as  of  the  time  of  the  study  leading  to  this  report. 


S.   Organization  and  Staff 


It  is  clear  from  an  examination  of  the  functions  of  the 
department  of  veterans  services  that  it  is  engaged  "primarily  in 
welfare  work.   The  only  basic  difference  between  its  work  and  the 
work  of  the  public  welfare  department  In  providing  welfare  services, 
is  that  the  former  serves  veterans  in  need  of  assistance  and  the 
latter  serves  other  persons  in  n(~e(l   of  assistance.   There  is  ample 
evidencoj  of  course,  that  more  than  one  category  of  public  assis- 
tance can  be  administered  by  the  same  agency.   It  is  logical  to 
assum.e5  therefore^  that  veterans  welfare  services  could  be  ad- 
ministered by  the  public  welfare  department  along  with  the  other 
welfare  service  programs  it  administers.   Indeed^  it  is  likely 
that  the  casework  and  most  of  the  other  work  involved  in  the  veterans 
welfare  services  program  could  be  integrated  with  the  work  of  the 
public  welfare  department  without  adding  very  many  employes  to  the 
existing  staff  of  that  department.   Certainly.,  the  amalgamation 
could  be  effected  in  such  a  way  that  the  additional  employes  needed 
in  the  public  welfare  department  would  be  fewer  in  number  than  the 
total  now  employed  by  the  department  of  veterans  services. 

As  pointed  out  elsewhere  in  this  report,  however,  the  City 
has  been  required  by  state  law  to  establish  a  separate  department  of 
veterans  services.   Furthermore^  it  is  probable  that  this  require- 
ment represents  the  wishes  of  a  majority  of  the  citizens  of  Boston. 
The  desire  on  the  part  of  local  communities  to  give  special  recogni- 
tion and  service  to  veterans  has  been  widespread  since  World'  V/ar  II. 
The  fact  that  the  same  basic  service  could  have  been  provided  for 
at  less  expense  has  been  generally  treated  as  a  secondary  considera- 
tion to  the  establishment  of  new  and  separate  agencies  to  deal  with 
veterans  exclusively.   The  authors  merely  wish  to  point  out,  there- 
fore^ that  if  the  time  should  come  when  the  desire  to  conserve 
government  funds  assumes  more  importance  than  at  present,  a  con- 
solidation of  the  two  agencies  could  be  effected  with  a  saving  in 
expense  wltboij^  lowering  the  standard  of  service  to  veterans. 


_9- 

The  argument  is  often  advanced  that  a  separate  agency  should 
be  established  to  administer  veterans  welfare  services  to  avoid  the 
"stigma"  attached  to  other  velfare  services.   Professional  welfare 
workers  have  made  great  strides  during  the  past  several  years  in  the 
education  of  welfare  clients  and  the  members  of  the  general  public 
who  are  not  welfare  clients ^  to  the  view  that  It  is  neither  dis- 
honorable nor  an  evidence  of  lack  of  enterprise  to  be  a  recipient 
of  government  welfare  services.   The  placing  of  veterans  welfare 
services  administration  in  the  same  agency  administering  other 
welfare  programs,  would  probably  tend  more  to  support  these  aduca- 
tlonal  efforts  of  the  professional  welfare  workers  than  to  result 
in  the  attachment  of  any  stigma  to  the  receiving  of  veterans  welfare 
service . 

There  is  another  consideration^  beyond  the  scope  of  this 
report;  but  nonetheless  important,  that  must  be  taken  into  account 
when  attention  is  being  given  to  the  administration  of  veterans  wel- 
fare services  in  Boston.   This  matter  relates  to  the  problem  of  the 
organization  of  the  City  government  as  a  w^hole .   It  might  be  very 
desirable,  as  a  means  of  bringing  the  number  of  agency  heads  respon- 
sible direct  to  the  chief  executive  within  some  reasonable  compass, 
to  combine  the  department  of  veterans  services  with  the  public 
welfare  department,  or  even  with  some  other  department.   There  is 
some  limit,  of  course,  to  the  number  of  persons  over  whom  the  chief 
executive  can  exercise  direct  supervision  effectively.   This  top 
level  organization  question  can  only  be  raised  here,  however.   The 
most  appropriate  answer  to  it  must  be  reached  in  a  study  of  the 
general  plan  of  organization  of  the  whole  City  government,  which,  as 
has  already  been  pointed  out,  is  beyond  the  scope  of  this  report. 

The  internal  organization  and  the  principal  positions  of 
the  department  of  veterans  services  are  set  forth  in  Chapter  9.- 
Ordinances  of  19^6  (Chapter  37>  Revised  Ordinances  of  19^7)  as 
follows: 

"Section  1.   The  department  of  veterans  services  is  hereby 
established,  under  the  charge  of  the  director  of  veterans 
services,  who  shall  be  a  veteran  and  v/ho  shall  be  appointed  by  • 
the  mayor,  subject  to  confirmation  by  the  city  council,  for  a 
term  of  four  years.   The  director  of  veterans  services  shall 
also  be  the  commissioner  of  soldiers  relief  of  the  city  of 
Boston.   The  director  shall  exercise  the  powers  and  perform 
the  duties  as  provided  and  set  forth  by  chapters  five  hundred 
eighty-four  and  five  hundred  eighty-nine  of  the  Acts  of  19^6, 
and  other  pertinent  statutes.   Deputy  or  assistant  directors 
may  be  appointed  by  the  mayor,  subject  to  confirmation  by  the 
city  council,  and  such  deputy  or  assistant  directors  shall  be 
veterans  and  shall  have  such  power  and  perform  such  duties  as 
the  director  may  determine. 

"Section  2.   The  director  shall  establish  in  the  depart- 
ment a  division  of  veterans  services,  and  such  other  divisions, 
including  a  disbursement  division,  as  he  may  deem  necessary 
for  the  proper  conduct  of  the  department. 
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"Section  3-   The  disbursement  division  shall  be  under  the 
charge  of  the  director  of  veterans  services  acting  as  commis- 
sioner of  soldiers'  relief,  who  shall  exercise  the  powers  and 
perform  the  duties  provided  by  statute.  The  commissioner  may 
appoint,  subject  to  the  approval  of  the  mayor,  and  whenever 
vacancies  exist  therein,  two  deputy  commissioners  of  soldiers' 
relief,  who  shall  have  such  power  and  perform  such  duties  as 
the  commissioner  may  determine." 

For  carrying  out  the  objectives  of  this  ordinance  and  state 
legislation^  the  department  now  consists  of  seven  major  organisation 
units.  These  units  are  the  director's  of flee 'and  six  divisions. 
The  divisions  Include  the  settlem.ent  division,  soldiers  relief  divi- 
sion^  disbursement  division,  housing  and  unemployment  division, 
veterans  services  division,  and  the  Boston  City  hospital  division. 

The  settlement  and  soldiers  relief  divisions  are  headed 
by  deputy  commissioners.   The  disbursement  division  is  in  charge  of 
the  chief  clerk  of  the  department.   The  housing  and  unemployment 
division  is  headed  by  an  assistant  director  who,  temporarily,  is  also 
In  charge  of  the  veterans  services  division.  The  veterans  services 
division  formerly  was  headed  by  a  deputy  director;  however,  this 
latter  official  is  temporarily  in  charge  of  the  recently  formed 
Boston  City  hospital  division. 

As  of  March  29,  19^9,  the  basic  organization,  staff,  and 
payroll  of  the  department  were  approximately  as  follows: 

Number  of    Annual  Pay- 
Organization  Unit  Employes     roll  Cost 

Director's  Office  2         $   9.800 

Settlement  Division  15  3^5  100 

Soldiers  Relief  Division  29  7^,800 

Disbursement  Division  8  19,820 

Housing  and  Unemployment  Division  6  l6,400 

Veterans  Services  Division  8  17^100 

Boston  City  Hospital  Division  V2  25, 600 

Totals  80  $20^1,620 

The  two  deputy  commissioners  of  soldiers  relief,  specifi- 
cally authorized  by  the  ordinance  quoted  above,  each  received  $^1,200 
annually.   It  is  reported  that  both  positions  existed  and  were  filled 
in  the  soldiers  relief  department  prior  to  the  ordinance  of  19''46 
creating  the  department  of  veterans  services. 

Inconsistencies  appear  to  exist  with  respect  to  the  posi- 
tions of  deputy  director  and  assistant  director,  also  provided  by 
the  ordinance.   Officials  in  each  of  these  positions  receive  $3.>3QO 
annually.   Not  only  is  there  no  salary  distinction  between  the  posi- 
tions of  deputy  director  -and  assistant  director;  but  there  seem   to 
be  no  other  differences  in  genei'al  duties  and  responsibilities 
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signif leant  enough  to  warrant  a  distinction  in  titles c   The  incon- 
sistency is  particularly  striking  with  respect  to  the  positions  of 
assistant  director  in  charge  of  the  honslng  and  unemployment  divi- 
sion, and  the  veterans  services  division  and  the  deputy  director 
in  charge  of  the  Boston  City  hospital  division.   Therefore^  it  is 
recommended  that  the  titles  of  these  three  division  heads  be  made 
uniform. 

It  is  also  recommended  that  the  housing  and  unemployment 
division  be  abolished  and  that  the  staff,  functions^  s,nd  activities 
of  this  organization  unit  be  consolidated  with  those  of  the  division 
of  veterans  services.  Whatever  justification  for  separate  divisions, 
based  on  the  size  of  the  division  staffs  and  the  volume  of  their 
respective  operations,  may  have  existed  previously,-  it  is  believed 
that  a  single  division  would  be  more  efficient  and  economical  in 
providing  the  various  veterans  services  at  the  offices  on   the  Boston 
Common.   Furthermore,  this  consolidation  would  eliminate  one  super- 
visory position  required  to  head  a  division  and  would  give  full 
effect  to  current  conditions  of  supervision  and  operations  at  these 
offices. 

Normally,  other  Imnrovements  in  supervision  and  operations 
could  be  made  and  other  econom.ics  effected  with  the  consolidation 
of  the  divisions  in  a  single  group  of  offices.  However,  there  are 
circumstances  that  &.ppear  to  make  such  a  consolidation  within  the  de- 
partment of  veterans  services  too  costly  and  otherwn..se  undesirable 
at  this  time.   The  Oliver  Street  offices  are  said  to  be  rented  at 
a  cost  of  $12,000  annually.   On  the  ether  hand,  the  offices  of  the 
Buddies  Club  on  the  Boston  Common  and  the  office  at  the  City  hospital 
are  occupied  rent  free.   The  latter  offices  arc  believed  to  be  well ■ 
located  for  the  convenience  of  veterans  a,nd  their  dependents  a.nd 
with  respect  to  the  services  provided  and  the  operations  involved. 
Therefore,  the  expense  involved  in  consolidating  the  staff,  functions 
and  activities  of  the  department  in  a  single  group  of  rented  offices 
probably  would  increase  the  costs  of  operations  miaterially,  and 
should  be  deferred  so  long  as  rent-free  offices  can  be  utilized. 

6 .   Office  of  the  Director  and  Commissioner 

The  office  of  the  director  of  veterans  services  and  com^- 
missioner  of  soldiers  relief  provides  the  overall  direction  and 
supervision  of  the  department.   The  staff  of  this  office  consists  of 
the  department  head  and  a  deputy  director  whose  functions  and 
activities  are  comparable  to  those  normally  assigned,  to  an  adminis- 
trative assistant.  Clerical  and  secretarial  work  required  by  the  de- 
partm.ent  head  and  the  deputy  director  is  normally  done  by  the  staff 
of  the  disbursement  division. 

The  organization,  staff,  and  pay  rates  in  the  office  of 
the  director  and  commissioner,  as  of  March  29,  19^-!9,  were  as 
follows  I 
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Number  of     Pay  Rate      Annual  Pay- 
Positlon  Employes   Weekly   Annual  roll  Cost 

Director  and  commissioner      1      $125.00  $6,500     $6,500 
Deputy  director  1        63^29   3.300      3.300 

Totals         2  $9,800 

The  deputy  director  does  not  assume  responsibility  for 
the  overall  direction  and  supervision  of  any  division  or  of  the  de- 
partment, except  by  special  assignment.   This  deputy  director  is  not 
in  line  of  authority  above  the  division  heads.   Some  of  the  more 
important  functions  and  activities  of  this  deputy  director  include: 

(1)  Renewing  pending  veterans  legislation  and  preparing 
comments  for  the  department  head. 

(2)  Appearing  before  state  legislative  committees  in  the 
absence  of  the  department  head . 

(3)  Reviewing  special  cases  referred  to  the  department 
head  for  dispositions  and  which  involve  legal  interpretations, 
amounts  of  benefits,  jurisdiction  of  other  agencies,  and  the 
like  . 

(4)  Developing  new  department  or  division  organization 
and  staffing  plans,  such  as  for  the  Boston  City  hospital  divi- 
sion. 

(5)  Clearing  up  ambiguities  or  errors  in  written 
authorizations  for  the  payment  of  veterans  benefits  received 
from  the  state  department  of  veterans  services. 

(6)  Acting  as  liaison  officer  with  other  City  departments 
in  the  absence  of  the  department  head. 

(7)  Maintaining  records  of  attendance  for  the  whole 
department . 

It  is  reported  that  the  deputy  director  is  a  graduate 
lawyer,  and  therefore  able  to  provide  valuable  assistance  in  inter- 
preting and  administering  the  relatively  large  volume  of  legisla- 
tion governing  veterans  benefits  and  services. 

An  employe  with  the  title  of  senior  employment  registrar 
reports  direct  to  the  head  of  the  department,  although  he  (the 
employe)  is  neither  in  the  director's  immediate  office  nor  in  any 
of  the  divisions.   This  employe  is  concerned  primarily  in  dealing 
with  local  labor  unions  for  the  purpose  of  securing  opportunities 
for  veterans  desirous  of  apprentice  training  and  also  in  acting 
In  a  liaison  capacity  between  the  department  of  veterans  services 
and  the  various  state  and  federal  agencies  concerned  with  the 
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administration  of  labor  legislation.  Apprentice  training  openings 
are  brought  to  the  attention  of  the  unemployment  section  of  the 
housing  s.nd  unemployment  division  for  the  referral  of  applicants 
who  have  registered  there  for  such  opportunities. 

The  senior  employment  registrar's  annual  salary  of  $3,200 
is  carried  on  the  payroll  of  the  municipal  employment  bureau, 
although  he  works  full  time  for  the  department  of  veterans  services. 
It  is  reported  that  the  transfer  of  assignment  took  place  about  two 
years  ago.  Whether  the  transfer  is  temporary  or  permanent;  this 
employe  should  be  transferred  to  the  payroll  of  the  department  of 
veterans  services. 

Most  of  the  work  of  this  employe  is  carried  out  in  the 
field.   No  specific  data  were  available  as  to  the  number  of  place- 
ments for  apprentice  training  attributable  to  these  contacts  with 
labor  unions..  No  time  reports  are  kept  to  record  work  accomplish- 
ment or  how  time  is  spent  in  discharging  the  duties  and  responsibili' 
ties  assigned  to  the  position.   Consideration  should  be  given  to  the 
elimination  of  the  position  of  senior  employment  registrar,  and  the 
assignment  of  the  duties  and  responsibilities  on  a  full  or  part-time 
basis  to  an  employe  in  the  office  of  the  director  and  commissioner, 
or  to  an  employe  of  the  proposed  consolidated  division  of  veterans 
services. 


7.   Settlement  Division 

In  broad  terms^  the  functions  and  activities  of  the  settle- 
ment division  include  the  following: 

(1)  Assisting  in  preparing  applications  and  reappllca- 
tiohs  for  veterans  benefits,  and  receivings  applications  and 
reapplications  after  they  have  been  prepared. 

(2)  Directing  or  assisting  applicants  in  procuring  and 
assembling  originals  or  copies  of  requisite  supporting  documents 
or  records  covering  such  matters  as  military  discharges,  births^ 
marriages,  and  the  like. 

(3)  Determining  in  what  City  or  town  cf  the  Commonwealth; 
or  other  state,  an  applicant  has  acquired  legal  settlement,  as 
a  basic  qualification  for  recurring  financial  aid  through  the 
department  under  the  laws  of  the  Commonwealth. 

{^)     Referring  applicants  having  legal  settlements  in 
Cities  or  towns  within  a  20  mile  radius  of  Boston,  to  authori- 
ties in  those  Cities  and  towns  for  the  processing  of  claims  for' 
benefits. 

(5)   Preparing  and  rouiing  copies  of  ar plications  and  ether 
supporting  documents  and  records  to  other  Cities  and  towns 
beyond  a  20  mile  radius  of  Bos tone 


-1^- 

(6)   Invest iga. ting  whether  or  not  applicants  are  receiving, 
or  are  entitled  to  receive  social  security,  unemployment,  or 
other  benefits  in  lied  of  benefits  disbursed  through  the  depart- 
ment . 

(7.)  Accepting  or  reelecting  applications  or  reappllcations, 
on  the  basis  of  facts  appearing  on   their  face  or  on  basic 
supporting  records  or  documents,  such  as  facts  indicating 
court  convictions  within  the  last  six  motiths,  excessive  in- 
comes or  savings,  loss  of  positions  by  misconduct.,  voluntary 
idleness,  and  the  like. 

(8)  Routing  a,pplications  and  reapplications  to  the 
soldiers  relief  division  for  further  processing. 

(9)  Preparing  and.  distributing  rejection  notices  and  pro-^ 
vlding  rejected  applicants  with  forms  and  instructions  for 
making  appeals. 

(IQ)  Maintaining  central  files  of  all  applications, 
records,  and  other  data  collected  in  processing  claimii. 

The  organization,  staff,  pay  rates,  and  lines  of  authority 
(indicated  by  indentations)  in  the  settlement  division,  as  of 
March  29,  19^9?  were  approximately  as  follows: 


Organlzat  ion  Uni t  s 
and  Positions 

Deputy  commissioner 

Application  Section 


Number  of     Pay  Rate 
Employes   Weekly  Annual 


Annual  Pay- 
roll Cost 


$80»55   $^/200    $  ^,200 


Visitor  supervisor  1 

Clerk  1 

Clerk  1 

Veterans  services  1 

councilor 

Messenger  -  file  clerk  1 

Settlement  investigator  1 


61.37 
^7-95 
46.03 
40.27 


CO 


3^ 

32.60 


3,200 

2,500 
2,400 
2,100 


1,800 

1,700 


3,200 
2,500 
2,400 
2,100 

1,800 
1,700 


Clearance  Section 


Set 

st 

Vet 

ve 

Vis 

Aid 

ag 

Set 

Cle 

Cle 

Ste 


tlement  clerk - 
enographer 
erans  benefit  In- 
st l,^a  tor 
iter 
and  settlement 
ent 

tlement  invest ip;a tor  1 
rk 

rk - s  t enographe  r 
nographer 


49.86        2,600 


-o^ 


Totals 


15 


47.95 


.00 


2,600 


2,500 


1 

57»53 

3.000 

3,000 

1 

51.78 

2,700 

2,700 

-1 

47^95 

2,  •'^00 

2,500 

1 

47 '95 

2,500 

2,S00 

1 

32.60 

1 ,  700 

1,700 

1 

32. oO 

1.700 

1,700 

$37,100 
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Indlcatlve  of  the  volume  of  some  of  the  x^ork  performed  by 
the  settlement  division  in  recent  years  are  the  number  of  applica- 
tions and  reapplicatlons  received  and  the  general  nature  of  their 
disposition, which  were  reported  by  officials  of  the  department  as 
foliox^^s: 


19^6 


19^17 


Totals 


1948 


New  applications   1,582   2,097   2,006 
Reappllcations     1,772   2,414   2,670 


3.354   4,511   4,676 


The  disposition  of  these  applications  and  reappllcations 
was  as  follows: 


Applications  referred  t; 

Cities  and  towns 
Reappllcations  referred 

Cities  and  towns 
Applications  rejected 
Reappllcations  rejected 
Applications  accepted 
Reappllcations  accepted 


Totals 


1946 

1947 

1948 

other 

153 

129 

139 

to  ether 

36 

37 

■2,  T 

518 
382 

911 
1354 

619 

5'7  8 

1~349 

1799 

666 

720 

1201 

1913 

3354 

4511 

4676 

Activities  with  respect  to  receiving  and  processing  appli- 
cations and  reappllcations  have  almost  doubled  since  V/orld  War  II. 
as  compared  with  earlier  years  of  1939  through  1945'   Officials  of 
the  departm.ent  have  reported  the  following  data  regarding  the  years 
preceding  and  during  V^orld  V/ar  II: 


Year 

New 

Applications 
444 

Reappllcations 
2683 

Total 

1939 

3127 

1940 

412 

2232 

2644 

1941 

237 

1396 

1633 

1942 

1217 

1123 

2340 

1943 

1584 

807 

2391 

1944 

1366 

984 

2350 

1945 

1186 

1320 

2506 

The  disposition  of  these  applications  and  reapplicatlons 
was  in  comparable  proportions  to  the  distribution  outlined  in  the 
tabulation  presented  with  resoect  to  similar  activities  covering 
the  years  1946,  1947^  and  1948. 
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Before  June  19^8,  the  staff  of  the  application  section  was 
said  to  have  consisted  of  four  employes.   On  the  basis  of  figures 
supplied  for  the  entire  year  of  19^8,  which  figures  are  the  largest 
of  any  recent  year,  a  total  of  ^676  new  applications  and  reapplica- 
tions  were  processed  through  this  section.   It  is  estimated  that  the 
Oliver  Street  offices  are  open  to  the  public  approximately  2^8  days 
annually.   Therefore^  an  average  of  about  19  such  applications  and 
reapplications  are  received  daily. 

All  six  employes  of  the  application  section  were  said  to 
be  engaged  in  providing  information,  interviewing,  and  assisting 
veterans  and  their  dependents  to  prepare  claim  for  benefits.   One 
of  these  employes  is  charged  with  part-time  duties  of  maintaining 
the  central  files  of  the  department  with  respect  to  claim  papers  and 
supporting  documents.  Another  employe  is  reported  to  spend  part  of 
his  time  in  coordinating  the  operations  of  the  settlement  division 
with  those  of  the  Boston  City  hospital  division,  primarily  for  the 
purpose  of  avoiding  duplications  in  claims  or  benefit  payments. 

Even  assuming  that  these  two  employes  utilize  none  of  their 
time  to  interviev;  or  assist  in  the  preparation  of  claims,  the 
statistics  indicate  that  the  remaining  four  employes  of  the  applica- 
tion section  would  be  required  to  process  an  average  of  about  six 
claims  per  day,  in  order  to  meet  the  daily  average  estimated  above. 
This  estimate  of  daily  activity  includes  allowances  of  30  days' 
absence  for  each  employe  to  cover  vacation  and  sick  leave.  Further- 
more, reapplications  are,  to  some  extent,  summaries  of  previous 
original  applications  and  therefore  should  be  prepared  more  rapidly. 

It  is  recognized  that  this  section  performs  additional 
services  such  as  interviewing  visitors  when  no  claims  are  Involved, 
providing  general  information,  and  the  like.  Also,  the  fact  has 
been  taken  into  consideration  that,  for  various  reasons,  the  work- 
load is  not  always  evenly  distributed  from  day  to  day.  However,  it 
is  believed  that  the  application  section  is  overstaffed  and  that  the 
number  of  employes  can  be  reduced  by  one  or  two,  without  materially 
affecting  the  efficiency  of  operations  or  causing  significant  impair- 
ment of  the  quality  of  services  performed.   Improved  interviewing 
techniques  and  the  use  of  written  instructions  for  claimants  pre- 
paring applications  and  reapplications  are  some  of  the  means  vzhereby 
such  economies  of  staff  and  the  speeding  up  of  operations  in  the 
section  can  be  achieved. 

Applications  and  reapplications  initially  accepted  by 
the  application  section  are  routed  to  the  clearance  section  of  the 
settlement  division  for  further  processing.   It  is  considered  that 
many  of  the  factors  governing  the  size  of  the  clearance  section  are 
considerably  more  complex  than  those  Involved  in  determining  the 
staff  requirements  of  the  application  section.   The  clearance  sec- 
tion is  largely  concerned  with  performing  numerous  procedural  steps 
and  a  considerable  amount  of  clerical  and  detail  work  specifically 
required  by  state  legislation  or  prescribed  by  the  state  department 
of  veterans  services.   Much  of  this  work  probably  is  inherent  in  the 
coordination  relationships  with  other  City,  town>  and  state  veterans 
agencies. 
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Multiple  copies  of  numerous  documents  are  required  to  be 
prepared  and  distributed  to  veterans  agencies  of  the  Commonwealth 
and  of  other  Cities  or  towns.   The  clearance  section  is  involved 
also  in  correspondence  with  various  agencies  in  and  outside  the  state 
in  procuring  such  documents  in  support  of  applications  as  birth  and 
marriage  records,  in  determining  or  verifying  legal  settlements  and 
addresses^  and  in  transmitting  applications  to  other  agencies  in 
the  areas  of  legal  settlements  of  claimants. 

The  staff  of  the  clearance  section  also  performs  many 
Investigative  duties  essential  to  establishing  some  of  the  basic 
qualifications  of  claimants  for  receiving  benefits  before  the  final, 
detailed  investigations  are  carried  out  by  the  soldiers  relief 
division  in  personal  visits^  field  investigations,  and  office  inter- 
views. 

These  functions  and  activities  of  the  clearance  section 
are  important  and  if  carried  out  efficiently  they  should  provide 
the  means  for  screening  effectively  all  applications  and  reappli- 
catlons  before  further,  detailed  processing  by  other  organization 
units  of  the  department.   In  fact,  many  claims  can  be  rejected  at 
this  point  based  on  facts  appearing  on  the  face  of  applications 
and  reapplications,  or  based  on  the  findings  developed  by  the 
clearance  section's  limited  investigative  operations.   In  broad 
terms,  however,  the  investigative  activities  of  the  clearance  sec- 
tion are  confined  to  completing  claims  with  requisite  supporting 
documents  and  to  determining  facts  or  verifying  sta.tements  of 
claimants  with  respect  to  their  legal  settlements c 

The  simplification  of  policies^  procedures,  and  forms 
for  increasing  the  efficiency  or  effectiveness  of  the  clearance 
section  is  likely  to  require  either  legislative  changes  or  approval 
of  state  agencies  primarily  concerned  with  the  administration  of 
veterans  programs.   It  is  not  considered  that  the  staff  of  the 
clearance  section  is  excessive,  but  some  recommendations  for  im- 
proving policies,  procedures,  and  forms  involved  in  the  operations 
of  the  settlement  division  as  a  whole  are  discussed  and  presented 
elsewhere  in  this  report. 

8 .   Soldiers  Relief  Division 

In  broad  terms,  the  functions  and  activities  of  the 
soldiers  relief  division  include: 

(l)  Receiving  applications  and  reapplications  for 
vetere^ns  benefits  from  the  settlement  division  wherein  the 
legal  settlements  of  claimants  have  been  determined  3,s  to 
bring  claims  for  benefits  within  the  jurisdiction  of  the 
City's  department  of  veterans  services.. 
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(2)  Investigating  statements  of  fact  involved  in  applica^ 
tions  and  reapplicat Ions,  and  visiting  veterans  or  their 
dependents  to  establish  needs  and  to  esta,blish  essential 
qualification  for^  and  the  a.tnoLint  of;,  such  benefits  as  are 
necessary  to  afford  veterans  or  their  eligible  dependents 
with  adequate  or  substantial  relief  or  support. 

(3)  Preparing  reports  on  the  findings  of  investigations^, 
making  records  of  visits  or  office  interviews^  formulating 
recommendations  as  to  benefit  payments^  and  routing  copies  of 
such  findings  and  recommendations  to  the  state  veterans  agency 
for  review  and  disposition. 

(^)  Rejecting  claims  for  benefits  on  the  basis  of 
findings  arrived  at  from  investigations  and  Interviews. 

(5)  Preparing  and  mailing  form  inquiries  to  City  banVrs 
and  insurance  companies,  socisil  security  agjencles,  and 
unemployment  compensation  offices  regarding  bank  accounts^ 
insurance  policies^  and  other  funds  or  compensation  of 
veterans  or  their  eligible  dependents. 

(6)  Receiving  authorization  for  payments  of  benefit Sj  or 
rejections  of  claims^  from  the  state  department  of  veterans 
services. 

(7)  Preparing  and  distributing  rejection  notices. 

(8)  Distributing  blank  appeal  forms  and  receiving  com- 
pleted appeal  forms  for  further  processing. 

^  The  staff,  pay  rates^  and  lines  of  authority  (indicated 
by  indentations)  in  the  soldiers  relief  division,  as  of  March  29, 
19^9;  were  approximately  as  follows: 
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Position 


Number  of 
Employes 


Deputy  commissioner 
Chief  supervisor 

Supervisor  of  veterans 
benefits 

Supervisor  of  case  work 

Supervisor 

Special  investigator 

Visitor  and  administra- 
tion agent 

Visitor 

Social  worker 

Visitor 

Visitor 

Clerk-s  tenographer 

Visitor 

Social  worker 

Visitor 

Clerk 

Veterans  service 
investigator 

Settlement  investigator 

Visitor 

Typist-stenographer 

Clerk-stenographer 

Switchboard  operator 

Clerk  typist 

Clerk-stenographer 


1 
1 

2 
1 
1 


1 
1 
1 

1 
1 
1 
1 
1 
1 

1 
1 
1 
c 

1 
1 
1 

JL 

29 


Pay 
Weekly 


Rate 


W-95 
4.6.05 

[i.6.03 
iji+.ii 
I4-2.19 
Ii2.l9 
1+0.27 
5|^.52 
5i|-52 


Annual. 


$l}-,200 
3,800 

5,200 
3,200 
5,200 

5,100 

5,000 
5,000 
5,000 
2,800 
2,700 
2,600 
2,600 
2,500 
2,500 

2,1+00 

2,1+00 
2,li.00 
2,500 
2,200 
2,200 
2,100 
1,800 
1,800 


Annual 
Payroll  Cost 

$  l4-,200 
5,800 

6,14.00 
5,200 
5,200 

5,100 

5,000 
5,000 
5,000 
11,200 
2,700 
2,600 
2,600 
2,500 
2,500 

2,Ij.OO 


2,14.00 
2,14.00 
2,500 
1l,[iOO 
2,200 
2,100 
1,800 
1,800 

$78,800 


Principal  functions  of  the  chief  supervisor  include 
making  Initial  revie-ws  of  all  ^plications  and  reapplicatlons 
routed  to  the  soldiers  relief  division,  assigning  cases  to  the 
various  case  v/orkers  for  detailed  investigation  of  claimants  quali- 
fications and  extent  of  requirements  for  financial  aid  or  other 
assistance,  and  supervising  all  field  v/orkers  and  secretarial  or 
stenographic  services.   The  City  has  been  divided  into  I5  districts 
to  each  of  which  a  case  worker  is  assigned  permanently.   The  loca- 
tion and  size  of  districts  have  been  determined  for  equalizing  case 
vi7orkload  and  v;lth  respect  to  accessibility  of  transportation. 

One  employe  with  the  title  of  supervisor  and  another 
employe  v;ith  the  title  of  supervisor  of  veterans  benefits  have 
duties  and  responsibilities  primarily  with  respect  to  receiving  the 
findings  and  recomjnendatlons  of  case  v/orkers'  reports  aid  seeing 
that  ^plications,  supporting  documents,  and  other  claim  data  are  in 
proper  order  for  subrrission,  to  the  state  department  of  veterans 
services*  Each  of  these  employes  receives  an  annual  salary  of 
$5*200. 
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Thsre  are  several  other  significant  assignments  of  special 
duties  and  responsibilities  to  employes  of  this  division.   The  other 
supervisor  of  veterans  benefits,  with  an  annual  salary  of  $3,200^ 
is  assigned  permanently  to  the  federal  veterans  administration 
offices  within  the  City.   The  principal  duties  and  responsibilities 
of  this  employe  are  to  follow  up  and  expedite  veterans  applica- 
tions for  benefits  under  federal  programs  which  normally  are 
accomplished  with  powers  of  attorney  executed  by  the  veterans  con- 
cerned.  These  powers  of  attorney  permit  this  division  employe  to 
represent  claimants  at  official  meetings  and  hearings  and  to  pre- 
pare and  execute  requisite  affidavits  and  other  papers.   This 
assignment  was  said  to  have  been  made  in  Ma.rch  19^6  and  over  -^00 
cases  are  reported  to  have  been  referred  to  this  veterans  repre- 
sentative to  date  for  following  up  and  expediting. 

The  supervisor  of  case  work,  with  an  annual  salary  of 
$3^200^  is  concerned  primarily  with  handling  the  claims  of  widows 
of  veterans  and  dealing  with  various  charitable  organizations 
relative  to  boarding  or  other  care  of  veterans  children.  Also, 
this  employe  is  the  City's  veterans  burial  agent.   The  burial  agent 
is  appointed  annually  by  the  soldiers  relief'  commissioner  as  re- 
quired by  state  legislation.   In  general,  it  is  the  duty  and  res- 
ponsibility of  the  burial  agent  to  cause  proper  interment  of  the 
body  of  any  veteran  or  adull  dependent  who  dies  without  sufficient 
means  to  defray  burial  expenses,  or  of  the  body  of  any  dependent 
child  of  a  veteran  If  such  veteran,  his  wife,  or  his  widow,  is 
without  sufficient  means  to  defray  burial  expenses.   Burial  ex- 
penditures made  by  the  City,  and  for  which  the  Comm.onwealth  pro- 
vides reimbursement  of  one-half,  are  limited  specifically  by 
legislation.   The  burial  agent  receives  a  statutory  fee  of  |2.00 
for  any  single  burial  as  compensation  for  services  rendered. 

The  total  number  of  burials  handled  by  the  department 
in  recent  years  was  reported  as  follows: 

19^6     19-^7     19^8 

25 
107 


Regular 

42 

28 

Repatriated 

0 

0 

Totals 

42 

28 

Expenditures  made  by  the  department  with  respect  to 
burial  cases  are  shown  elsewhere  in  this  report. 

An  employe  with  the  title  of  visitor,  and  v/ith  an  annual 
salary  of  $2,800,  has  been  assigned  permanently  to  conducting  in- 
vestigations of  claims  arlsinji,  within  the  Commonwealth  and  outside 
the  City  limits,  but  over  which  the  City  has  jurisdlct ion,  and  to 
^^^''-^^•^-inlng  legal  settlements  that  cannot  be  ascertained  by  cor- 
respor-^oK^or-   This  employe  1,3  also  responsible  for  representing  the 
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department  with  respect  to  actual  or  potential  cla5_mants  at  most 
veterans  hospitals  in  the  Commonwealth  and  particularly  in  or  near 
the  City,  where  the  department's  jurisdiction  over  such  medical 
cases  is  or  may  he  involved. 

There  is  need  for  better  organization  a.nd  supervision  in 
the  soldiers  relief  division.   Under  the  present  plan  of  organi- 
zation and  reported  lines  of  authority,  27  employes  are  responsible 
direct  to  the  chief  supervisor  for  part  or  all  of  their  v/ork.   This 
number  of  employes  reporting  directly  to  a  single  s'uperior  is  be- 
lieved to  be  excessive  and  not  appropriate  for  adequate  supervision* 
Othei'  divisions  have  created  various  siibordinate  organization  units 
designated  as  sections  to  which  employes  of  the  division  have  been 
assigned  and  for  which  supervision  has  been  provided  with  respect 
to  the  specialized  operations  involved. 

It  is  recommended  that  the  soldiers  relief  division  like- 
v/ise  be  sectionalized.   The  proposed  organization  structure  and 
proposed  designations  of  units,  together  with  the  approximate  dis- 
tribution of  division  personnel,  are  summarized  in  the  following 
tabulation; 

Organization  Unit  Number  of  Employes 

Deputy  cominissi  oner  1 

Chief  supervisor  1 

Case  work  section  (7  districts)  8 

Case  work  section  (6  districts)  7 

Special  services  section  q- 

Glerical  and  stenographic  section  -  7 


Total 


28 


Under  the  proposed  organization  plan  the  functions  and 
activities  of  the  deputy  commissi  oner  and  chief  supervisor  v/ould 
remain  substantially  the  same  as  under  the  current  organization 
plan.   However,  the  v/ork  of  at  least  15  case  workers,  visitors,  and 
investigators  would  be  brought  under  closer,  immediate  supervision 
of  a  supervisor  of  each  section  reporting  direct  to  the  chief'  super- 
visor.  The  establishment  of  two  case  work  sections  would  permit 
the  supervision  of  fev/er  field  v^rorkers  in  numbers  consistent  Y;ith 
generally  accepted  standards  as  to  the  capabilities  of  the  average 
supervisor. 

The  special  services  section  v^ould  provide  a  basis  for 
grouping  miscellaneous  personnel  and  operations  and  for  furnishing 
any  necessary,  iminediate  supervision  of  those  employes  engaged  in 
field  \7ork  outside  the  City  limits,  in  activities  at  federnl 
veterans  administration  offices,  and  in  intake  activities  having  to 
do  with  the  reception  and  interviewing  of  claimants  in  the  absenoe 
of  case  workers  of  the  districts  covering  the  legal  settlements  of 
tbo  claimants. 
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The  clerical  and  stenographic  section,  under  adequate, 
iinmediate  supervision  of  a  section  head  should  provide  an  integrated 
organization  unit  and  staff  to  serve  the  needs  of  all  other  pro- 
posed sections  of  the  division. 

The  total  distribution  of  28  employes  reflected  In  the 
surmnary  of  proposed  organization  of  the  division  assumes  that  the 
recommendation,  made  elsewhere  in  this  report,  for  transferring  the 
switchboard  operator  to  the  disbursem.ent  division  will  be  adopted 
and  carried  out. 

Beginning  v/ith  the  year  19^6,  the  relatively  large  number 
of  returning  veterans  and  the  liberalization  of  laws  relating  to 
veterans  benefits  resulted  in  a  substantial  Increase  in  the  volume 
of  the  department's  investigative  and  disbursement  activities*   In- 
dicative of  the  volume  of  investigative  activities  and  other  case 
work  performed  by  the  soldiers  relief  division  is  the  number  of 
oases  assigned  to  case  workers  in  each  of  the  last  three  full 
calendar  years • 

19J^6   .19k7    1 914-8 

»~MMnM«HB^M«»  •M«Ma*>»Hi^MM«  ^Bat^B^MMa^M* 

Number  of  assigned  cases   515k-         7^13  82I1-2 

Examination  of  reports  covering  tota.1  monthly  assignments 
shov/s  that  the  cases  arc  relatively  evenly  distributed  over  each 
month  of  each  year  and  among  the  I5  case  workers. 

The  tabulation  presented  below  shov^rs  the  nuraber  of  as- 
signed cases  before  and  during  V\Jorld  War  II: 

Year        Number  of  Assigned  Cases 

'. ■'  ■       II  Ill  I  I  1 1 1  II  ■ 

1959  6178 

l9i]-0  62ii5 

I9iil  5326 

19I4-2  Ii.551 

l9i-3  51-1-57 

I9k5  5642 

Hov/ever,  in  the  absence  of  more  accurate  and  detailed 
records  it  has  not  been  possible  to  evaluate  relative  case  loads 
of  individual  case  workers  and  investigators  in  terms  of  time  spent 
in  travelling,  interviewing  claimants  or  dependents,  investigating, 
or  m-aking  periodic  revisits. 

There  is  no  hard  and  fast  rule  for  determining  the  number 
of  cases  that  a  case  v/orker  can  serve  adequately.   Some  important 
factors,  among  many  which  must  be  considered  in  siich  a  determination, 
are  (1)  the  ability  of  the  individual  case  worker,  (2)  the  type  of 
cases  handled,  (3)  the  objective  of  the  agency,  as  to  whether  bene- 
fit payments  alone  are  to  be  provided  or  whether  rehabilitation  of 
claimants  is  contemplated,  {14.)    the  geographical  area  covered  by  the 
case  worker,  aad  (5)  the  availability  of  transportation  facilities. 
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Approximately  15  or  more  case  workers,  investigators-, 
social  workers,  and  other  employes  of  the  division  spend  approxi- 
mately 70  "to  80  percent  of  their  time  in  the  field.  Employes  en- 
gaged in  out-of-of f ice  activities  represent  approximately  50  percent 
of  the  total  staff  of  the  division.   Case  workers  and  some  inves- 
tigators, taut  not  all  employes  engaged  in  outside  activities,  pre- 
pare daily  reports  shov;ing  calls  and  reports  made.   Such  a  report 
shov;s  the  case  number,  the  claimant's  name  and  address,  the  Y/ar  in 
which  the  claimant  served,  and  the  signature  of  the  applicant  as 
evidence  of  the  visit.   A  weekly  summary  of  these  daily  reports  is 
made  for  each  case  worker.   No  records  are  maintained  tay  the  divi- 
sion showing  specifically  how  tim.e  was  spent  in  the  field  or  what 
worl^  was  accomplished  by  each  case  -worker  or  other  employe  spending 
a  substantls.l  portion  of  his  time  away  from  headquarters.  According 
to  a  fonns.l  schedule,  each  case  worker  spends  two  or  three  mornings 
or  afternoons  each  iveek  in  the  Oliver  Street  offices.   These  office 
visits  are  primarily  for  the  purpose  of  writing  up  findings  and 
recomriiendaticns  arising  from,  field  work,  for  office  interviews  of 
claimants,  and  for  receiving  assignments  of  new  cases. 

It  is  believed  that  the  division  has  inadequate  records 
as  to  time  spent  and  work  accomplished  by  its  field  workers. 
Reports  of  findings  as  prepared  by  case  workers  and  incorporated 
in  claimants*  applications  or  reapplications  for  veterans  benefits 
are  not  satisfactory  for  such  tim.e  and  vvork  accomplishment  account- 
ing purposes. 

Officials  of  the  department  have  said  that  more  detailed 
time  and  work  reports  of  case  workers  and  investigators  form.erly 
were  kept  but  were  abandoned  several  years  ago  because  their  pre- 
paration involved  an  excessive  amount  of  time.  Hov/ever,  in  field 
operations  of  this  type  it  is  considered  essential  that  sufficient 
data  be  available  for  exercising  effective  administrative  and 
executive  control  over  case  work,  investigative  assignments,  and 
other  operations  outside  of  headquarters,  for  measuring  performance, 
and  for  developing  appropriate  organization  and  staff  patterns. 
Accurate  preparation  and  careful  analysis  of  the  data  shoTild  provide 
a  sound  basis  for  such  action  as  v/ould  reduce  the  field  staff  to  a 
practicable  minimiom,  provide  greater  equalization  of  co.se  loads, 
increase  the  efficiency  of  personnel  and  procedures,  and  probably 
result  in  substantial  savings  in  the  cost  of  the  department's 
operations.   Such  timekeeping,  attendance,  and  v/ork  records  are 
also  needed  with  respect  to  the  field  work  of  case  workers  assigned 
to  the  Boston  City  hospital  division. 

The  sv/itchboard  of  the  Oliver  Street  headquarters  is  on 
a  floor  belov/  that  of  the  offices  of  the  soldiers  relief  division. 
Inasmuch  as  the  switchboard  is  located  so  as  to  permit  effective 
supervision  of  its  operating  staff  by  the  chief  clerk  of  the  dis- 
b-ujcseriient  division,  it  is  recomjnended  that  the  switchboard  operator, 
now  responsible  to  the  chief  supervisor  of  the  soldiers  relief 
division,  be  transferred  to  the  disbursement  division.   The  relief 


sv/itohboard  operator  is  a  member  of  the  staff  of  the  disbursement 
division.  The  recommended  transfer  of  the  switchboard  operator 
would  serve  to  centralize  responsibility  for,  and  direction  of, 
sv/itchboard  operations* 

9«  Disbursement  Division      . 

In  summary,  with  respect  to  amounts  expended  for  veterans 
benefits,  the  functions  and  activities  of  the  disbursement  division 
inc lude : 

(1)  Preparing  payrolls  containing  the  names  of  veterans 
or  their  eligible  dependents  who  are  authorized  to  receive 
benefit  payments. 

(2)  Disbursing  all  authorized  benefit  payments  by  check, 
or  cash,  to  veterans  and  their  eligible  dependents. 

(3)  Maintaining  ledgers  covering  disbursements  of  veterans 
benefits. 

(Ij.)  Preparing  requisitions  on  the  state  department  of 
veterans*  services  for  reimbursement  of  benefit  payments,  with- 
in statutory  limits,  of  the  amounts  paid  by  the  City  department 
of  veterans  services. 

(5)  Supervising  collection  and  final  disposition  of 
funds  reimbursed  by  other  cities  and  towns  with  respect  to 
emergency  payments  made  by  the  department  and  repayments  by 
veterans  or  their  dependents  wherein  it  is  ruled  that  they 
are  not  entitled  to  retain  benefits  which  have  been  paid.. 

In  addition,  the  division  is  responsible  for  ni:imerous 
functions  and  activities  covering  the  general  operations  of  the 
department  which  include: 

(1)  Preparing  and  maintaining  personnel,  statistical, 
accounting,  and  other  general  departmental  records. 

(2)  Preparing  and  m.aintalnlng  annual  department  budgets. 
(5)   Preparing  and  certifying  employe  payrolls • 

(I4.)  Requisitioning,  ordering,  or  contracting  for  sup- 
plies, m.aterials,  equipment,  and  services  required  by  the 
department. 

(^)      Processing  invoices  covering  goods  and  services  ro- 
oclvcd  by  the  dopartm.ent. 
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The  S'taff  pay  rates,  and  appro:xiinate  lines  of  authority 
(indicated  by  indentations)  in  the  disbursement  division,  as  of 
March  29,  19t9*  vvere  as  follows: 


" 

Number   of 
Em.pl  oyes 

Pav 

Rate 

Annual 

Positions 

Weekly 

Annual 

Payroll  Cost 

Chief  clerk 

1 

$72.88 

$5,800 

$^.,800 

Paymaster 

Z 

L9.86 

2,900 

5,800 

Pa^a-iiaster 

1 

2,600 

2,600 

Typist-stenographeq? 

1 

[1-2.19 
58.74 

2,200 

2,200 

Clerk- typist 

1 

2,020 

2,020 

Clerk- telephone 

operator 

1 

52,60 

1,700 

1,700 

Messenger 

1 

52.60 

1,700 

1,700 

Totals 

8 

$19,820 

The  chief  clerk  provides  the  overall  direction  and 
supervision  of  the  disbursement  division.   The  three  paymasters 
and  the  clerk-typist  are  responsible  for  preparing  and  maintaining 
all  records  relating  to  benefit  pa^/ments  to  veterans  or  their 
dependents.   The  typist-stenographer  handles  the  payrolls  and  other 
records  relating  to  departmental  operating  expenditures  and,  on 
occasion,  is  required  to  do  special  work  for  the  head  of  the 
department.   The  clerk- telephone  operator  relieves  the  telephone 
operatox'  on  the  switchboard  located  in  the  disbursement  division 
which  serves  all  offices  of  the  Oliver  Street  offices.   This  em,- 
ploye  also  types  miscellaneous  reports  and  other  records  required 
of  the  department  and  does  other  work  ordered  by  the  chief  clerk. 
The  messenger  is  engaged  prim.arily  in  transporting  documents  to 
the  various  divisions  of  the  department,  federal  or  state  veterans 
agencies,  and  offices  at  the  City  hall.   He  also  spends  a  substan- 
tial portion  of  his  time  in  assisting  the  paymasters. 

Under  the  existing  policies  and  procedures  for  conduct- 
ing the  various  activities  assigned  to  the  disbursement  division, 
the  staff  does  not  appear  to  be  excessive.   However,  it  is  be- 
lieved that,  with  the  simplification  of  some  functions  and  acti- 
vities, the  staff  of  this  division  could  be  reduced  by  at  leo.st 
one  employe.  A  discussion  of  policies  and  procedures  involved  in 
the  operations  of  the  division  and  recomm.endations  for  their  im- 
provement appear  olsev/here  in  this  report  under  the  subject  of 
financial  administration. 

10.   Housinp;  and  Unemplo^/ment  Division 

■     '""^"*  '  ■■'■■■mi "Ill  ■■      ■■     ■■^       I. I.  ■■■!  ^ ^.I.—I     — ■■     ■■        ■>  ■!■■. 

As  the  title  implies,  the  housing  and  unemployment 
division  is  concerned  with  assisting  veterans  in  obtaining  employ- 
ment and  in  procuring  suitable  housing.   In  exercising  these 
■functionr'. >  the  staff  of  this  division  maintains  contact  with,  and 
seeks  the  cooperation  of,  numerous  federal,  state,  and  City 
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agencies,  charitable  organizations,  and  other  sources  of  free 
assistance. 

The  organization,  staff,  pay  rates,  and  lines  of 
authority  (indicated  by  indentations)  in  the  housing  and  unomploy' 
ment  divisions,  as  of  March  29,  I9IJ.9,  were  approximately  as  fol- 
lows : 


Organization  Unit 
and  Position 

~-»-  ■  I  -   I   ri   I   |i   I   I   ■ Ill 

Assistant  director 
Housing  Section 
Settlement  investigator 
Unemployment  Section 
Junior  employment 
registrar 

Junior  employment 

registrar 
Clerk 

Veterans'  services 
counselor 

Totals 


Number 

of 

Pay 

Rate 

Annual 

Employe 

Weekly 

Annual 

Payroll  Cost 

1 

$63.29 

$5,300 

$3,500 

r    1 

i|0.27 

2,100 

2,100 

1 

69.01^ 

5,800 

3,800 

1 

1 

!i7-95 
I16.05 

2,500 
2,11-00 

2,500 
2,4.00 

1 

111}-. 11 

2,300 

2,300 

6 

$i6,[iOO 

The  housing  section  is  of  relatively  recent  origin.   It 
is  reported  that  prior  to  January  19^9  'tb®  Boston  housing  authority 
had  a  staff  of  five  or  more  employes  at  the  Buddies  Club  on  the 
Boston  Common  to  handle  housing  functions  and  activities  exclusive- 
ly for  veterans.   In  addition  it  v/as  said  that  a  veterans  emergency 
housing  comm.ittee  v^as  appointed  by  the  mayor  to  supplement  the 
operations  of  this  staff.   At  the  end  of  I9U-8,  the  Boston  housing 
authority  discontinued  operations  at  the  Buddies  Club  and  these 
functions  and  activities  were  taken  over  by  the  departm.ent  of 
veterans  services.   It  is  evident,  therefore,  that  little  data  are 
available  for  evaluating  staff  requirements  or  for  determining  the 
long-range  trend  of  the  volume  of  the  veterans*  housing;  services 
performxCd. 


^o 


Approximate  total  figures  showing  the  volume  of  housing 
applications  received,  vacancies  listed,  and  placements  made  dur- 
the  first  four  months  of  19^9  ^^g  listed  as  follows; 


ing 


Housing  applications  received    5^7 
Vacancies  listed  I70 

Placements  made        ,  79 

For  purposes  of  comparison  the  reported  figiires  relating 
to  similar  ¥/ork  by  the  staff  of  the  Boston  housing  authority 
during  19^7  and  19^3  are  shown  as  follov/s: 
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19li7     19kQ 

Housing  applications    5>^t-78    5*06l 
Placements  made  jl^S      I4.26 

The  statistics  for  19^!-?  wei^e  said  not  to  have  been  com- 
piled for  the  first  quarter  of  the  year.   Listings  of  vacancies 
during  191+7  cind  19i|8  are  omitted,  since  it  was  reported  that 
many  such  listings  involved  commercial  agencies  charging  fees  of 
veterans  for  housing  services,  v/hereas  the  listings  beginning  v/ith 
191+9  Q-^®  free  to  veterans. 

As  in  the  case  of  the  unemployment  section,  tho  housing 
section  does  not  deal  vvith  comjnercial  agencies  or  other  sources 
charging  fees  of  veterans.   Most  contacts  are  made  by  telephone 
V7ith  landlords  who  have  listed  vacancies  vdth  the  section," with 
apartment  house  ov/ners '  associations,  and  with  realtors  whose 
fees  are  paid  by  landlords.   Many  veterans  are  referred  to  the 
Boston  housing  au.thority,  and  veterans  faced  with  eviction  are 
referred  to  tho  rent  control  area  office. 

It  is  I'eported  that  many  applications  for  assistance 
in  procuring  housing  are  received  from  veterans  who  live  outside 
the  City.  Although  such  applications  are  accepted,  preference 
in  services  and  vacancies  is  given  Boston  residents. _ 

Recently,  funds  were  allotted  for  a  newspaper  advertising 
campaign,  which  has  brought  numerous  replies  and  provided  some 
sources  for  making  placements.   In  the  last  three  months,  it  has 
been  estimated  by  the  housing  section  that  approximately  15OO 
contacts  have  been  made  in  attempting  to  find  housing  and  in 
making  the  placements  reported. 

Various  other  agencies,  such  as  the  Boston  housing 
authority,  the  travelers  aid  agency,  and  the  offices  maintained 
by  the  military  services,  duplicate  to  some  extent  the  housing 
services  v/hich  the  departm.ent  of  veterans  services  is  required 
to  provide  by  state  legislationf 

In  meeting  housing  requirements  of  veterans  and  conform- 
ing to  current  legislation,  it  is  not  considered  that  the  full- 
time  services  of  ore  employe  at  the  Buddies  Club  is  excessive. 

Prior  to  194^*  legislation  with  respect  to  providing 
veterans  services  generally,  and  employment  services  specifically, 
v/as  permissive.   Broad  functions  and  activities  with  respect  to 
veterans  services  were  carried  out  more  recently  by  the  staff  of 
what  \7as  known  as  the  veterans  rehabilitation  division  of  the 

soldiers  relief  department,  occupying  rented  quarters  at  209 
Vvashington  Street,  Boston.   Legislation  in  19h-o  made  m^any 
veterans  services  mandatory,  including  those  v/ith  respect  to 
unemployed  veterans.   Late  in  I9I4-6,  the  staff  of  the  veterans 
rehabilitation  division  moved  to  the  Buddies  Club  in  the  Boston 
Common.   The  staff  concerned  with  unemployment  functions  and 
activities  continued  its  operations  and  later  beccame  part  of  the 
housing  and  unemployment  division. 
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Figures  are  not  readily  available  to  show  the  volume  of 
unemployment  services  provided  by  the  former  veterans  rehabilita- 
tion' division  prior  to  19ii-6.  More  recent  annual  reports  of  the 
housing  and  unemployment  division  indicate  the  volume  of  unemploy- 
ment services  rendered  as  follows: 

19U6     19lf7. .    iSiki. 


Jimployment  applications  received    1,353    ^'Y?2         ^'^llP 
Placements  made  95m-      ""^      685 

Approximate  total  figures  covering  similar  activities 
during  the  first  four  months  of  19i|9  v;ere  reported  as  follows: 

Employment  applications  received  1260 
Placements  made  I70 

The  principal  objectives  of  the  unemplo^nrnent  section 
are  to  bring  prospective  employers  and  veterans  together  so  that 
the  veterans  themselves  may  present  their  qualifications  and 
negotiate  for  positions.  As  a  consequence,  the  policies,  pro- 
cedures, and  forms  utilized  in  the  employment  service  have  been 
designed  to  determine  the  general  v;ork  and  compensation  desired 
by  applicants,  and  no  attempt  is  made  to  verify  veterans  quali- 
fications or  previous  employment  records • 

Prospective  employers  are  approached  by  telephone ;,  mail, 
personal  visits,  spot  radio  announcements,  nev/spaper  corri'ients,  and 
free  advertising  with  such  media  as  blotters •  A  mailing  and  tele- 
phone list  of  prospective  employing  companies  and  personnel 
managers,  containing  about  200  sources  developed  from  previous 
placements,  is  the  principal  source  of  openings. 

As  a  matter  of  general  policy,  employ^ient  applications 
are  not  taken  from  veterans  living  outside  the  City,   In  such  cases 
the  veterans  arc  referred  either  to  similar  agencies  in  their  own 
communities  or  to  state  employment  offices.   It  is  reported  that 
few  veterans  are  referred  to  the  municipal  employment  bureau.   The 
division  does  not  deal  v/ith  private  employment  agencies  charging 
fees  of  veterans  for  placement  services. 

Numerous  federal,  state,  and  municipal  agencies  pirovide 
similar  free  employient  service,   However,  state  veterans  legis- 
lation has  made  it  mandatory  that  the  City's  depart-ient  of  veterans 
services  provide  veterans  with  assistance  in  obtaining  employment. 

On  the  basis  of  an  analysis  of  statistics  available,  and 
considering  duties  and  responsibilities  of  employes  of  the  employ- 
ment section  for  v/hich  statistical  data  are  not  available  or  per- 
haps not  practicable  to  compile,  it  is  believed  that  the  staff  cf 
the  section  can  be  reduced  by  one  or  two  employes  without  materially 
affecting  the  efficiency  of  its  operations. 
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y 


jy 


In  I'p'-i-Q  the  section  received  2l.f-70  applications  for 
employment.   This  is  the  largest  niraber  of  applications  taken  in 
recent  years.   Estimating  that  the  office  is  open  about  2l|8  days 
annually,  an  average  of  about  10  applications  are  received  daily, 
V/ith  foui''  employes  each  would  be  required  to  process  an  average  of 
two  or  three  applications  each  day.   In  mailing  al3.o\vances  of  30 
days  for  each  employe  to  cover  vacations  and  sick  leaves,  it  is 
evident  that  this  workload  still  would  be  relatively  light.   The 
em-plo^nrtient  application  is  a  !■"  x  6"  card  with  about  13'  brief  items 
of  inform.ation  required  of  applicants.   Many  reapplications  do  not 
require  filling   out   new  application  forms  but  merely  the  re- 
instatement of  previous  applications  by  transfer  from  inactive  or 
active  files. 


11,   Veterans  Services  Division 


them  to  procure  benefits  to  v/liich  the3r  m.ay  be  entitled  relative  to 
education,  hospitalization,  medical  care,  pensions,  photostatic 
services,  and  the  like. 

The  organization,  staff,  pay  rates,  and  lines  of  authority 
(indicated  by  indentations)  in  the  veterans  services  division,  as 
of  March  29,  1949,  were  approximately  as  follov/s', 


-30- 


Organizatlon  Unit 
and  Position 


ITumber  of 
Enployes 


Assistant  director  (Actinp;  lico-cl)-"- 


General  Couns elin,g:  Section 
Supervising  veterans 

counselor 
Ecluc  a  t  i  ona  1  S  e  c  t  i  on 
Counselor-""-' 
I.Tedical  Segtion 
Physician 

Photostatic  Sec t i on 
Clerk 

Clerical  Section 
Clerk-stenographer , 
Miscellaneous  Staff 
Re c ep t i oni s t - 1 e 1 ephono  op < 
Veterans  service  counselor 
Junior  building  custodian 

Totals 


1 

1 
1 
1 


j- 
1 


8 


Pay  Rate 


V/eekly  Annual 


Annual 

Payroll 

Cost 


053.70   ,/2,800  :)  2,800 


76.71   kpOOO        ii,000 
32.60    1,700    1,700 


/|0. 27    2,10 


,100 


'l7.9'^        2,500        2,500 
iiO.27        2,100        2,100 

yS.hXi      1,900      1,900 


',;i7  ,  100 


•"-The  compensation  of  the  acting  head  of  the  veterans  services 
division  was  included  in  the  tabulation  covering  the  eyaployes 
assigned  to  the  housing  and  unomployiiisnt  division, 

-"-•"-The-  counselor  assigned  to  the  educational  section  is 
emplo^red  and  paid  by  the  department  of  the  school  committee  and 
is  loaned,  on  a  part-time  basis,  to  the  veterans  services  divi- 
sion for  educational  co^unseling  work. 


Statistical  reports 


covering 
-t-, 


the 


the 


operations  of  the 
division  during  recent  years  indicate  the  volume  and  scope  of 
various  services  provided.   The  tabulation  presented  below  is 
based  on  the  nuribcr  of  requests  recorded  and  disposed  of  on 
various  matters  regarding  which  the  division  provides  counseling 
or  clcr.lcal  assistance. 
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Type  of  Service 

G-eneral  information  with  respect  to: 

G.I.  bill  of  rights  and  insurance 
Public  Lav/  l6 
Public  Law  3lj.6 

Specific  information  with  respect  to: 

Loans 

Schools 

Apprentice  training 

Compensation  claims 

Reviev/  of  compensation  claims 
Medical  assistance 
Execution  of  papers 
Legal  matters 

Photostatic  copies  of  discharge  papers 
Miscellaneous  personal  and  clerical 
services  not  otherwise  classified 
Referrals  to  other  agencies 

Total  requests 


Number   of  Requostjs 
19lg         19U7  19^8 


1,991 
llh2 


7i|6 
2,820 
2,077 

173 

239 

1 ,  10]+ 

22,002 

368 
26,835 

l4-,655 
3,991 


5,38li-  3,960 
2,110  3,658 
2,6I..1       3,619 


1,1^63 

l,27ii- 

).6U 

1,750 

110 
1,1^52 

4,3l!-3 
811 

Ss^9h 

5,526 
1^966 


2,256 

957 
726 

l,29i| 

3l|l| 
1,5U6 
3,258 

l,U53 
U,5oo 

5,073 

2,350 


68.3I.7     iL888     3k,99h 


Detailed  data  with  respect  to  the  services  of  the 
division  as  reported  for  the  first  four  months  of  19'-!-9  are  as 
follows ; 
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NWiiber   of  Requosts  (First  Pour  Montlis  ,19^9) 


Typo 


of  SorvicG 


G,I,  bill  of  rights  and 

insurance 
Public  Law  l6  - 
Public  Lav/  3)46 
Loans 
Schools 

Apprentice  trainees 
Compensation  claims 
Review  of  compensation 

claims 
Medical  assistance 
Execution  of  papers 
Legal 

Photostatic 
Referrals 
Miscellaneous 


Totals 


Jan. 

Feb, 

March 

April 

Total 

3h6 

39k 

^26 

5I1.5 

1,811 

3i^3' 

305 

]i71 

I|.8l 

1,602 

251 

311 

li-57 

492 

1,511 

237 

170 

273 

253 

933 

131 

198 

135 

128 

5?2 

61 

103 

233 

2[i0 

6]i7 

63 

93 

119 

125 

4OO 

U8 

75 

118 

137 

378 

125 

15? 

166 

158 

606 

77 

216 

117 

133 

5st3 

153 

210 

7k 

79 

516 

2,010 

1,995 

1,615 

1,568 

7,138 

257 

277 

351 

370 

1,255 

klo 

59I1. 

.    721 

65X 

2,6I(.2 

1,1,580 

5,103 

5,381 

5,560 

20,624 

Requests  for  miscellaneous  personal  and  clerical  services 
not  otherwise  classified  refer  principally  to  tbe  preparation  of 
letters  to  govcrnmicnt  agencies  regarding  reviews  and  changes  in 
discharge  papers,  allotment  claims  and  back  pay,  correction  of 
records,  com.pletion  of  various  government  forms  and  affidavits, 
preparation  of  personal  correspondence,  and  the  like. 


The  supervising  veterans  counselor  of  the  general  coun- 
seling section  acts  as  head  of  the  hoiising  and  utncmployment  di- 
vision and  of  the  veterans  services  division  in  the  absence  of  the 
assistant  director.   The  broad,  overall  objective  of  the  general 
counselor  is  to  screen  visitors  by  determining  the  general  nature 
of  their  inquiries  or  requirements  for  the  purpose  of  referring 
them  to  the  proper  section  of  division  within  the  department,  or 


to  other  City,  state,  or  federal  agencies 


The  specific  duties  and  responsibilities  of  the  suporvi 
ms  counselor  involve  giving  information,  advice,  and' 


"''ters 


s up or vis - 

and  ■ 
as  the  G-.I, 


;gs. 


mg  veteran^  ^.^v..^^^^^.  ^...^^.^   ^. 

assistance  to  veterans  with  respect  to  such  mb.u-^< 

bill  of  rights,  veterans  insurance  programs,  service  discharg( 

financial  and  personal  m.atters,  and  cora.pcnsation  claims.   Some 

educational  co^jnseling  is  provided  in  the  absence  of  the  educational 

counselor  vi/ho  has  office  hours  at  the  Buddies  Club,  normally, on 

Monday  and  Wednesday  afternoon  from  1  p,m,  to  k   P«m« 


at  unn 
dor> 

uO 


The  physician  of  the  medical  section  maintains  an  office 
Ian   Buddies  Club  but  is  available  for  examinations  at  the 
artment's  headquarters  on  Oliver  Street  and  for  personal  visits 
veterans  and  their  dependents  on  request  of  department  officials. 
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IJormally,  the  physician's  servicer  are  part-time.   Customary 
office  hours  are  from  10 '30  a.m.  to  12:00  noon,  Monday  through 
Friday,   The  physician  enga^ics  in  private  practice  but  is  said  to 
be  available  at  any  time  of  the  day  or  night  as  required  by  officials 
of  the  department. 

The  principal  duties  and  responsibilities  of   the  physician 
involve  examinations  of  veterans  to  determine  omployability  and 
eligibility  for  ccm.pcnsation  under  various  programs,  examinations 
preliminary  to  referral  to  federal  veterans  agencies  leading  to 
medical  treatm.ent  and  hospitalization,  and  examanations  required 
to  qualify  for  civil  service  and  educational  opportunities;   Some 
veterans  are  referred  to  the  division  by  private  doctors  and 
federal  agencies,  particularly  in  regard  to  non-service  connected 
disabilities i 

Occasionally,  the  physician  is  called  upon  to  render 
first  aid  to  veterans  or  those  still  in  the  military  service  v/ho 
visit  the  offices  for  such  treafenont.   All  medical  services  pro- 
vided by  the  physician  in  connection  with  departm.ental  m.atters  are 
free  to  recipients. 

The  main  function  of  the  photostatic  section  is  to  pro- 
vide photostatic  copies  of  discharge  and  other  papers  of  veterans 
free  on  request.   Veterans  papers  arc  photostated  by  the  street 
laying-out  department. 

The  staff  of  the  clerical  section,  and  the  clerk  of  the 
photostatic  section  on  a  part-time  basis,  handle  the  filing, 
stenographic,  and  typing  requirements  of  the  veterans  services 
division*   Occasionally,  they  serve  the  housing  and  unemployment 
divis3-onw 

The  veterans  service  counselor,  listed  under '*mi see llancous 
staff"  in  the  tabulation  of  personnel  in  the  veterans  services 
division  presented  above,  is  concerned  primarily  v/lth  such  duties' 
ea'id.   responsibilities  as  contacting  personnel  managers  of  business, 
conferring  with  officials  of  veterans  organizations,  handling "pub- 
licity for  the  division's  activities,  and  counseling  veterans.   No 
records  are  maintained  showing  the  work  accomplishm.cnts  or  time  of 
this  em.ployc  spent  in  discharging  his  duties  and  responsibilities. 
Consideration  should  be  given  to  eliminating  this  position  and 
assigning  the  work  to  the  head  of  the  division. 

The  switchboard  operator  also  soi'vos  as  receptionist. 
The  employes  of  the  clerical  or  photostatic  sections  provide 
relief  for  the  sv/it onboard  operator. 

Although  the  Buddies  Club  is  occupied  rent  free  by  the 
housing  and  unomployriient  division  and  by  tlio  veterans  services 
division,  the  dei)artment  is  roq-u.ircd  to  provide  its  own  cleaning 
staff  and  services.  Tug    junior  building  custodian  is  assisted  in 
caring  for  grass  and  shrubbery  by  the  employes  of  the  park  depart- 
ment • 
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12,   Boston  City  Hospital  Division 

Apparently,  the  departinent  of  veterans  services  took  th< 
initiative  in  determining  the  basic  rights  of  veterans  and  their 


ittorney  general  of  the  Commonwealth  ruled  as  follows 

•'A  veteran  or  his  dependents  v/ho  have  (sic)  the  necessary 
qualifications  for  the  receipt  of  veterans'  benefits  as  sot 
forth  in  St.,  \9l\.6 ,    c,  ^Ql\,    as  amended,  and  have  fulfilled 
the  requirements  for  obtaining  such  bcndfits  as  set  forth  in- 
said  chapter,  are  entitled  to  have  paid  to  or  for  them  as 
part  of  such  benefits  the  expenses  of  necessary  hospitaliza- 
tion, irrespective  of  v/hcther  the  hospital  v/here  treatment  is 
received  is  a  private  hospital  or  a  public  hospital  supported 
by  taxes  in  a  municipality," 

On  the  basis  of  this  ruling,  the  Boston "City  hospital 
division  was  created  and  staffed  in  February  19'-i-9«   Free  quarters, 
sufficient  for  the  entire  staff,  wqvg   provided  at  the  hospitals 
The  function  of  this  division,  in  broad  terms,  has  to  do  with  the 
accepting  and  processing  of  claims  of  veterans,  or  of  their 
eligible  dependents,  for  the  purpose  of  procuring  reimbursement 
from  the  Commonwealth  of  a  portion  of  the  costs  of  m.edical  treat- 
ment and  of  hospitalization  incurred  by  the  City  hospital  v/hich 
the  veterans  or  their  dependents  are  miablc  to  pa^r*   Applications 
and  payments  of  benefits  covering  miodical  and  hospitalization  ex- 
penses outside  the  City  hospital  are  handled  by  other  divisions 
of  the  department. 

The  staff,  pay  rates,  and  linos  of  authority  (indicated 
by ' indentations )  in  the  Boston  City  hospital  division,  as  of  March 
29,  19i-I-9,  were  approximately  as  follows » 

lIuiTiber  of 
Position  Employes 

Deputy  director  1 

Veterans   benefits  1 

counselor 

Veterans   services  7 

c ounce lor 

Clerk  1 

Clerk-typist  1 

Stenographer  1 


otals  12 


i'ay  Rate 

Annual 

Weekly 

Annual 

Pa-yroll  Cost 

^^63.29 
61.37 

53,300 
3,200 

5  3,300 

3,200 

38.36 

2,000 

lk,000 

32*60 
32,60 
32.60 

1,700 
1,700 
1,700 

1,700 
1,700 
1,700 

^ 

■;/25,6oo 

The  first  reports  covering  the  operations  of  the  division 
were  submittod  recently  and  cover  operations  during  the  months  of 
Iiarch^and  April  19li.9.   The  scope  and  volume  of  the  operations  of 
the  division  during  this  period  are  indicated  by  the  following 
tabulation* 
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March 


April 


Total  cases  admitted  to  tlie  hospital 
Veterans  oi*  dependents  admitted 
Veterans  or  dependents  ineligible  foi 

benefits 
Gases  awaiting  home  visits 
Cases  not  seen  (quarantined) 


Applications  taken  of  patl&nts  still  in 
hospital 
Incomplete  applications 

Applications  referred  to  other  jurisdictions 
Applications  awaiting  further  investigation 
Cases  completed 

Total  applications 


2,625^ 

3,055 

566 

)-i-03 

237 

209 

159 

9h 

7 

1 

0 

35 

28 

1     1 

99 

IS    7 

10 

1   20 

18 

^7 

21 

183 

176 

The  ineligibility  of  veterans  or  their  dependents  for 
receiving  veterans  benefit  payments  to^  or  for  them,  in  meeting 
expenses  of  medical  treatment  and  hospitalization  at  the  City 
hospital  is  predicated  on  such  factors  as  ability  to  pay,  previous 
court  re  cord  5  insurance^  and  the  like. 


Incomplete  applications  are  those  requiring'  basic 
supporting  documents,  such  as  court  and  birth  records  as  conditi 
precedent  to  further  processing. 


ons 


During  March  19^9.=  it  was  reported  that  ^7  aipplications 
were  transmitted  to  the  state  department  of  veterans  services  in- 
volving claims  amounting  to  over  $8,900^  which  had  been  approved 
by  the  Boston  City  hospital  division.   In  April,-  21  claims  totall 
over  $9p'fOO  were  submitted  to  the  state  agency. 

In  addition  to  the  183  applications  received  during 
March,  as  tabulated  above,,  it  is  reported  that  tentative  applica- 
tions ha.ve  been  taken  with  respect  to  maternity  cases  with  which 
the  prenatal  clinic  of  the  City  hospital  has  been  concerned, 
although  the  patients  will  not  be  admitted  until  confinement, 
number  of  such  applications  taken  during  March  was  96. 


in^. 


The 


There  is  insufficient  evidence  available  on  which  to 
form  sound  conclusions  and  recommendations  with  respect  to  the 
number  of  employes  required  to  handle  this  hospital  program o   The 
recent  origin  of  the  division  precludes  analysis  of  any  experience 
record  showing  trends  or  even  the  obtaining  of  a  reliable  picture 
as  to  the  volume  of  cases  actuallyj  or  likely  to  come;,  within  the 
jurisdiction  of  the  division  on  an  annual  basis. 
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As  a,lready  pointed  out^  the  primary  objective  of  the 
division  is  to  procure  partial  reimbarsetnent  from  the  Commonwealth 
of  the  costs  Incurred  by  the  Boston  City  hospital  for  medical 
treatment  and  hospitalization  of  veterans  and  their  dependent So 
It  is  appo.rent,  therefore,  that  reimbursements  from  the  Common"wealth 
under  veterans  legislation  must  exceed  the  operating  costs  of  the 
division  to  Justify  continued  operations.   It  is  the  current 
opinion  of  officials  of  the  department  that  reimbursements  will 
exceed  costs  of  operations  considerably  when  the  division  is  func- 
tioning at  its  projected  level  of  efficiency  and  volume  of  opera- 
tions - 

As  in  the  case  of  other  divisions  of  the  department,  there 
is  need  for  designing  and  using  an  adequa.te  system  for  the  reporting 
of  time  spent  and  work  accomplished  by  the  employes. 

*  ' 

15 "   Financial  Administration 

a.   Records  of  Benefit  Payments;   Payments  of  benefits  to 
veterans  are  made  on  the  basts  of  either  (1)  an  emergency  authori- 
zation issued  by  the  soldiers  relief  division,  or  (2)  an  authori- 
zation issued  by  the  state  department  of  veterans  services^   It  is 
reported  that  the  majority  of  qualified  claims  begin  with  emergency 
payments »   If  applications  are  new,  "or  are  reopened  after  having 
been  inactive  for  a  period  of  more  than  six  months.,  the  authoriza- 
tions for  emergency  payments  are  routed  to  the  disbursement  division, 
together  with  the  corresponding  case  history  files.   This  procedure 
is  followed  in  order  to  enable  the  disbursement  division  to  obtain 
the  nam.es,  addresses,  case  numbers,  professions  or  trades,  and 
other  classifications  of  the  veterans  or  their  eligible  dependents. 
It  should  not  be  necessary  to  rely  on  the  routing  of  so  many  papers 
to  accomplish  the  desired  results.   The  information  required  for 
disbursement  purposes  should  be  Incorporated  in  authorizations  for 
the  payme  nt  of  bene  fits. 

The  disbursement  division  maintains  a  loose-leaf  ledger 
which  contains  an  account  for  each  veteran  or  dependent  authorized 
to  receive  benefits.   When  authorizations  expire,  the  accounts  are 
transferred  to  an  ina,ctive  file.   These  inactive  accounts  contain 
all  information  regarding  the  dete  and  amount  of  benefits  paid. 
In  the  investigation  of  reapplications,  it  is  of  considerable 
importance  to  case  workers  to  know  the  extent  of  benefits  the 
department  has  paid  to  applicants.   In  order  to  keep  case  worlcers 
advised  of  these  data,  the  disbursement  division  resorts  to  a  time 
consuming  procedure. 

V/hen  an  account  is  opened,  a  "relief  allowed"  record  is 
prepared  which  contains  information  relative  to  the  amounts  authorize; 
for  payment.   This  record  Irj   placed  in  the  corresponding  case 
history  file.   Vihen  any  changes  in  benefit  payments,  such  as  dis- 
continuances, extensions,  increases,  decreases,  or  supplementary 
benefits,  are  authorized,  these  changes  are  noted  on   the  relief 
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records  in  the  case  history  files.   In  order  to  make  such  notations^ 
it  Is  necessary  for  clerks  of  the  disbursement  division  to  obtain 
ca.ss  history  files  frorn  the  soldiers  relief  division  or  the  central 
files  under  the  control  of  the  settlement  division^  place  the  in- 
formation on  the  reccrdS;,  and  return  the  files « 

This  procedure  has  several  disadvantages.   It  requires 
the  duplica.tion  of  data  available  in  authorizations  for  payment 
which  can  be  filed  with  the  corresponding  case  histories.  Also^ 
the  procedure  requires  excessive  traffic  in  files o   Case  history 
files  should  be  handled  as  little  and  by  as  few  people  as  possible 
to  minimize  opportunities  for  losing  or  mlsfiling  file  papers. 
There  appears  to  be  no  reason  why  the  process  of  posting  relief 
payments  to  the  relief  allowed  record  could  not  be  discontinued. 
After  postings  have  been  made  tp  the  respective  accounts  maintained 
by  the  disbursement  division^  the  authorizations  are  initialed  and 
filed  with  corresponding  case  histories.   These  authorizations 
provide  a  complete  record  of  all  payments  and  approvals  for  future 
paymjents.   Therefore,  the  collections  of  authorizations  in  case 
history  files  provide  the  data  duplicated  by  the  record  of  relief 
allowed.   It  is  recommended  that  the  relief  allowed  record  be 
eliminatedo  Adopting  of  this  recommendation  would  reduce  m.aterially 
the  work  required  of  the  bookkeepers. 

b.   Out -of -City  Accounts:   In  som.e  Instances  the  depart- 
ment is  called  upon  to  make  emergency  payments  to  veterans,  or 
their  eligible  dependents,,  who  are  not  residents  of  the  City  but 
who  have  legal  settlements  In  other  Cities  or  towns  within  the 
Commonwealth.   In  these  cases,  the  settlement  division  verifies 
legal  settlements,  by  telephone,  with  authorities  concerned  with 
veterans  benefits  in  such  Cities  or  towns.  Also,  at  this  time, 
there  are  secured  (1)  approval  of  the  amount  of  benefits  to  be  paid, 
and  (2)  acceptance  of  the  City's  or  town's  responsibility  for  the 
payments. 

However,  instead  of  establishing  a  payment  account  for 
each  veteran,  or  his  eligible  dependents,  an  account  is  set  up  for 
each  City  or  town.   These  accounts  are  debited  for  the  amount  of 
the  payments.   It  is  then  the  responsibility  of  the  settlement 
division  to  bill  the  Cities  or  towns  for  the  amount  of  benefits 
paid.   V/hen  reimbursements  are  received  by  the  disbursement  divi- 
sion, the  accounts  are  credited  and  eventually  deposited  v/lth  the 
City  collector.   If  reimibursements  are  not  received,  the  disburse- 
ment division  is  responsible  for  following  up  the  open  accounts. 
A  review  of  the  accounts  receivable  ledger  indicates  th-at  the 
disbursement  division  has  not  been  particularly  effective  in 
carrying  cut  these  responsibilities.   Numerous  accounts  were  noted 
as  having  been  outstanding  for  a  period  of  several  years.   Steps 
should  be  taken  immediately  to  improve  the  efficiency  of  follow  up 
a  c  t  Iv  i  t  i  e  3  . 
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It  Is  not  de^sirable  frcm  a  fiscal  control  standpoint  to 
have  collections  made  by  the  same  individuals  or  organization  unit 
preparing  and  distributing  invoices.   The  collecting  department's 
primary  function  is  to  collect  the  City's  accounts  receivable.   It 
does  not  appear  that  the  accounts  receivable  of  the  department  of 
veterans  services  differ  in  any  important  respect  from  other 
accounts  receivable  now  h-andled  by  the  collecting  department. 
Therefore ;,  it  is  recommended  that  the  department  of  veterans 
services  turn  accounts  receivable  with  other  Cities  and  towns  over 
to  the  City  collecting  department  for  collectiono   On  adoption,  of 
this  recommendation^  the  department  of  vetera^ns  services  would  be 
required  only  to  prepare  schedules  of  such  receivables  as  they  are 
established 5  and  transmit  them  to  the  collecting  departm.ent  in  a 
manner  similar  to  that  followed  by  other  City  departments. 

^-  Emergency  Paym.ents :   The  disbursement  division  m.akes 
a  considerable  number  of  emergency  paym.ents  annually.   Tliis  fact 
is  evident  from  the  following  tabulation: 

Emergency  Paymients   Total  Payments 
Year      to  Veterans        to  Veterans 


19^6 

1947 
19-^8 


$100,117 
226,877 
229.395 


$326,419 
729.874 
786,871 


In  order  to  make  these  payments,  the  auditing  department 
has  authorized  a  cash  advance  of  $8,000  to  the  department  of 
veterans  services.  However,  the  amount  of  payments  and  the  in- 
frequency  of  relmibursement  limits  cash  available  at  anytime  to  a 
maximum  of  $4,000.   Not  all  the  pa,yments  made  from  this  cash  fund 
can  be  classified  as  emiergencies.   In  some  inste^nces,  veterans  or 
their  eligible  dependents  receive  immediate  payments  to  meet 
emergencies,  and  applications  are  sent  to  the  state  department  of 
veterans  services  requesting  that  the  beneficiaries  be  placed  on 
the  payroll  starting  with  the  current  period.   If  state  authoriza- 
tions are  received  subsequent  to  submission  of  the  payroll  to  the 
auditing  department,  the  disbursem.ent  division  pays  benefits  by 
checks  from  the  cash  fund  equal  to  the  amounts  authorized  by  the 
state,  less  the  amounts  of  emergency  payments.   The  checking 


xcount  which  is  maintained  for  this  purpose  i 


clearing  account, 


to  which  deposits  a.re  m.ade  from  the  pett; 
to  cover  the  amounts  of  checks  written. 


cash  in  amounts  snf fie lent 


The  extent  of  this  practice  is  indicated  by  the  following 
tabulation  which  shows  the  total  amount  of  emergency  payments 
authorized  for  reimbursement  by  the  City  auditor,  and  the  amount 
of  these  paymients  made  by  check  for  the  period  from  March  21,  1949^ 
to  Aoril  7/1949: 


Total  Amount       Amount  Disbursed 
Week  Disbursed  by  Check 


March  21-2^ 
March  2^-31 
March  31 -April 
April   1-7 

Totals 


%   4,00'5.^0 

3>.992.95 
3 .  998 . 93 
i|-,000.29 

%     9^7.80      . 

875.70 
3.375.70 
1.775.29 

$15.955o7 

$6,97^1.^9 

On  the  basis  of  this  limited  sample^  it  appears  that  only 
56  percent  of  the  payments  which  are  made  from  the  cash  fund  are 
actually  emergency  payments.   Such  a  fund  is  an  undesirable  arrange- 
ment ^  but  due  to  the  nature  of  the  department 's  operations,  it  is 
necessary  to  have  cash  on  hand  to  make  Immediate  payments  to 
vetei-'aTiS  for  meeting  emergencies.  However.,  every  effort  should  be 
made  to  keep  this  type  of  payment  to  a  practicable  minimum  and  also 
to  limit  the  amount  of  the  emergency  fund.  A  substantial  improve- 
ment could  be  made  if  check  payments  were  not  made  from  this  fund 
but  m-ade  by  the  treasury  department  in  the  same  manner  as  other 
checks  are  issued  to  veterans. 

The  reason  advanced  for  the  present  practice  is  that  it 
would  be  impossible  for  the  veteran,  or  his  eligible  dependents, 
to  receive  authorized  payments  promptly  after  the  payroll  has  been 
submitted  to  the  auditor  before  authorizations  are  received  from 
the  state  agency.   However^,  the  auditor  reports  that  there  are  no 
restrictions  on  the  submission  of  supplementary  payrolls  to  cover 
such  cases. 

It  is  recommended  that  all  payments  be  made  by  means  of 
a  supplementary  payroll  submitted  to  the  auditing  department  and 
by  check  drawn  by  the  treasury  department »  Also^  a  study  should  be 
made  of  the  emergency  fund  reimbursement  drafts  for  a  period  of 
six  months  to  determine  the  percentage  of  payments  ma,de  by  check. 
The  emergency  fund  then  should  be  reduced  accordingly. 

1^ .   Miscellaneous  Policies  and  Procedures 

^'  °      Benefit  Application  Forms  :   The  f  or  m  s  e  mp  1  oy  e  d  i  n 
applying  for  veterans  benefits  have  been  prescribed  by  the  Com.mon- 
wealth's  commissioner  of  veterans  services.   The  format  and  content 
of  the  application  and  reapplication  forms  are  considered  not 
entirely  suitable  for  use  by  both  veterans  and  dependents  of  veterans, 
Officials  of  the  department  have  expressed  dissatisfaction  with  the 
formSp  and  it  is  evident  that  the  forms  could  be  improved  sub- 
stantially.  In  order  to  supply  data  considered  essential  to 
proper  administration  of  benefits^  in  addition  to  those  required 
in  the  state's  form  of  rea.pplic8l"ion>  the  department  finds  it 
necessary  to  prepare  reapplication  formiS  for  its  exclusive  use  in 
addition  to  those  required  by  the  state  agency. 


Inasmach  as  the  acimlnistration  and  clerical  difficulties 
with  a..ppllcatlOR  and  reapplicatlon  forms  experienced  by  the  City's 
department  of  veterans  services  are  likely  also  to  have  been 
experienced  by  other  City  and  tovm  agencies,  it  is  recommended  that 
the  City's  director  of  veterans  services  assume  the  initiative  to 
secure  revision  of  these  forms n  thereby  making  them  more  suitable 
for  the  general  administration  of  veterans  benefits  at  City  and 
t  own  level  of  o  pe  ra  t  i  on s . 

b.   Preparation  of  Cla,ims  for  Benefits;  A    considerable 
amount  of  time  and  effort  is  spent 'by  the  staff  cf  the  application 
section  of  the  settlement  division  in  assisting  veterans  and  their 
dependents  to  prepare  applications  and  reapplications  for  benefits. 
It  is  believed  that  this  work  could  be  reduced  considerably  by  pro- 
viding detailed >.  v/ritten  instructions  to  applicants,  similar  to 
those  available  for  assisting  taxpayers  in  preparing  state  and 
federal  incom.e  tax  returns.   These  instructions  should  discuss  at 
least  the  more  routine  Items  of  information  called  for  in  the 
applications,  or  reapplications^  and  prescribe  the  data  to  be 
entered  In  the  forms  with  a  view  to  achieving  greater  standardiza- 
tion and  more  accuracy  in  prepBration«   V/ith  this  medium  of  instruc- 
tion in  use,  the  staff  of  the  application  staff  should  be  conserved 
largely  in  dealing  with  exceptions  to  routine  matters  and  thereby 
have  more  time  for  other  duties  and  attention  to  Individual  cases 
as  required. 

c •   Rejection  of  Claims  for  Benefits  -   Up  on  reject! ng 
claims  for  veterans  benefits,  the  depar'tment  issues  formal  written 
rejection  notices  to  claimants  only  on  their  requests.  As  a  rule, 
claimants  request  written  rejections  specifically  for  the  purpose 
of  applying  to  the  department  of  public  welfare  for  relief  or  for 
appealing  the  rejection.   It  is  recommended  that  a  form.al  rejection 
notice  be  issued  in  each  instance.   This  procedure  is  desirable 
for  completing  the  record  of  disposition  of  each  claim.,  for  pro- 
viding rejected  claimants  with  the  reasons  for  rejection,  and  for 
serving  as  the  basis  for  appeal,  whether  or  not  appellate  action  is 
contemplated  at  the  time  a  claimant  is  informed  of  rejection. 

The  preprinted  rejection  form  now  used  by  the  department 
merely  states  that  an  application  for  veterans  benefits  is  rejected 
"for  the  reason  that  our  investigation  shows  you  are  not  eligible 
for  aid  from  this  department."  It  is  believed  that  each  rejected 
claimant  should  be  advised  specifically  of  the  reasons  for  the 
rejection  of  his  claims. 

Furthermore,  the  rejection  form  contains  no   notice  of 
rights  to  appeal  or  the  manner  in  which  an  appeal  is  to  be  initialed 
Therefore^  it  is  recommended  that  the  rejection  form  be  revised  to 
provide  not  only  information  as  to  cause  for  rejection,  but  also 
as  to  rights  of  appeel,  and  the  manner  in  which  appeals  are  to  be 
made.   Such  information  is  nov7  given  orally  by  the  department's 
employes,  but  there  is  no  assurance  that  such  Information  is  given 
uniformly . 
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As  a  means  of  reducing  the  number  of  applications  and 
rejections^  it  is  believed  that  the  department  could  improve  its 
services  and  operations  considerably  through  the  use  of  printed 
summaries  of  the  more  important  provisions  of  legislation  of 
direct  interest  to  claimants.   In  all  probability^,  fev  claimants 
have  any  accurate  information  as  to  the  basic  qualifications 
necessary  for  receiving  veterans  benefits =   If  relatively  brief, 
simply  worded  summaries  of  eligibility  requirements  vere  prepared 
and  issued  to  prospective  claimants^  it  appears  likely  that  con- 
siderable time  of  prospective  claimants  and  employes  of  the  depart- 
ment would  be  saved  in  preparing  and  rejecting  applications.   It 
may  be  practicable  to  include  such  summaries  of  veterans  legislatio 
in  written  Instructions  for  preparing  applications.   Considering 
that  in  the  last  three  years  an  average  of  over  1^000  applications 
and  reapplications  were  rejected  annually^,  the  opportunity  for  in- 
creased efficiency  in  processing  claims  is  evident. 

d.   Budget  of  Benefit  Payments:   The  current  budget  of 
cash  benefits  payable  monthly  to  veterans  and  their  eligible 


the 


state 


dependents  for  their  relief  or  support,  as  prepared  by 
commissioner  of  veterans  services,  governing  the  departm.ent  of 
veterans  services  in  the  administration  of  state  legislation  is 
as  follows? 


Description  of  Recipient 


Standard  Monthly 


Payment 


1.  Veteran  or  other  person  rooming  and 
eating  out  or  paying,  board  and  room 


.^72o00 


2  .     Veteran  or  other  person  boarding  with 
relatives 

3.  Veteran  or  other  person  living  alone  and 

paying  rent 

4.  Veteran  and  wife?    or  any    two   relatives, 

living  with  relatives 

5.  Veteran  and  wife,    veteran  and  parent,    two 

parents,    paying  rent 

6.  Extra  adult    in  above  household,    or  m.other 

or   father,    living   in  household   of  non- 
applicant    son 


58.00 


71  .00 


83.00 


Q^  .00 


36.00 


7.  Children   in  above  household:   First    tvro 

children   (each) 

Additional   children   (each) 

8.  Child  boarded    out    (each) 

9'      Child  bo'-rded   with  relatives    (each) 


18.00 
16.00 
3^^00 
28.00 
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This  budget  cf  monthly  payments  contains  no  allowances  for 
fare:,  medical  care;,  or  dental  care »   Such  allowances  and  m,cnthly 
payments  are  determined  to  meet  the  needs  of  Individual  benef iciarleq 

In  broad  terms  this  budget  is  used  as  a  guide  in  making 
recommendc. tions  for  monthly  payments  by  the  department  of  veterans 
services  and  granting  authorizations  for  monthly  payments  by  the 
state  commissioner  of  veterans  services »   State  authorizations  fix 
the  am.ount  and  duration  of  benefit  payments  and>  in  addition,  may 
state  such  other  conditions  as  the  state  commissioner  may  impose 
relative  thereto.  Authorization  for  payment  may  be  revoked  by  the 
state  commissioner  at  any  time  by  giving  written  notice  to  the 
department  of  veterans  services. 

This  state-approved  budget  is  not  inflexible.   If 
appropriate,  as  determined  by  the  findings  and  recommendations  of 
case  workers  and  investigators^  lesser  or  greater  paym.ents  than  the 
standard  budget  amounts  can  be  authorized.   State  legislation  does 
not  prohibit  the  granting  of  veterans  benefits  by  the  City  in  excess 
of  the  amounts  a.ut'horized  by  the  state  commissioner  of  vetera.ns 
services  or  the  paying  of  such  benefits  as  may  be  necessary  to  meet 
the  emergency  needs  of  applicants  prior  to  the  filing  of  original 
applications.   The  state  com.raissioner  has  authority  to  decide  upon 
the  necessity  of  the  amounts  paid  or  recommended  in  ea,ch  case  and 
may  allow  any  part  thereof  which  he  deems  proper  and  lawful.   Sub- 
ject to  such  decision  and  allowance.,  one-half  of  the  amounts  of 
veterans  benefits  paid  to  applicants  having  sertlements  in  the  Cityj 
and  all  of  the  amounts  of  veterans  benefits  paid  to  other  applicants^ 
but  none  of  the  expenses  attending  the  payment  of  such  benefits^ 
are  to  be  paid  by  the  Commonwealth  to  the  City  of  Boston.   In  some 
instances^  the  departm.ent  of  veterans  services  has  made  monthly 
payments  in  excess  of  those  authorized  by  the  state  commissioner. 
In  these  cases,  the  city  bears  the  full  cost  of  such  excess  pay- 
ments. 

A  comprehensive  directive,  dated  July  15^  19^8,  was  issued 
by  the  state  commissioner  of  vetera.ns  services  outlining  policies, 
procedures;  and  budgets  for  payments  for  the  guidance  of  the  depart- 
ment of  veterans  services  in  administering  the  medical  ca.re  program 
with  respect  to  veterans  and  their  eligible  dependents.   It  is  not 
considered  practicable  to  summarize  all  the  important  features  of 
this  program  within  the  scope  of  this  report.   In  brief,  the 
directive  is  concerned  with  the  administration  and  maximumi  allowable 
fees  for  home  medical  care,  hospitalization,  and  dental  care.   As 
indicated  elsewhere  in  this  report,  paym^ents  to  veterans  and  their 
eligible  dependents  for  home  medical  treatment,  hospitalization 
other  than  at  the  Boston  City  hospital,  and  dental  care  are  adminis- 
tered primarily  by  the  soldiers  relief  division. 

The  Boston  City  hospital  divisior  of  the  department  of 
veterans  services  is  primarily  concerned  with  the  administration 
of  the  state  program  for  the  medical  treatment  and  hospitalization 
of  veterans  and  their  dependents  at  the  Boston  City  hospital  ex- 
ciusively.   In  summary,  the  sta.te  commissioner  of  veterans  services 


vlll  authorize  payments  up  to  a  maximum  of  $8.00  per  clay  for 
medical  treatment  and  hospitalization.   The  ward  rate  at  the  Boston 
City  hospital  for  residents  of  the  City  is  $10.00  daily  and  for  non- 
resldonts,  $11.00  daily.   Surgery^  normal  medical  attendance,  ana 
the  more  common  needs  for  drugs=,  dressings,  and  the  like  are  in- 
cluded in  the  ward  rate.   In  addition,  the  state  may  authorize  pay- 
ment of  extra  fees  for  unusually  expensive  drugs,  such  as  penlcillinj 
or  streptomycin;  blood  transfusions;  and  x-rays .   In  general,  the 
Commonwealth  reimburses  the  City  to  the  extent  of  one -half  of 
authorized  payments  or  approved  expenditures. 

15 .  Appropriations  and  Expenditures 

Appropriations  and  expenditures  of  the  department  of 
veterans  servicesj  and  of  the  soldiers  relief  department  which  it 
replaced,  have  been  approximately  as  follows s 

Year   Appropriations   Expenditures 


19^0 

$     737.79^ 

$726,965 

19^11 

693.199 

640,485 

19^2 

645.047 

585 > 732 

19^,3 

513.502 

488,665 

19^^ 

425.108 

420,186 

19^5 

389.841 

378.818 

19^6 

475.662 

439.405 

19n 

888,812 

884,131 

19^8 

1,130,020 

966,766 

The  1946  figures  represent  the  totals  of  appropriations 
and  expenditures  allocated  by  specific  accounts  to  the  soldiers 
relief  department  and  the  veterans  rehabilitation  division.   These 
appropriations  and  expenditures  were  distributed  as  follows: 

Organization  Unit  APP^^'^Pi^i^'tions   Expenditures 

Soldiers  relief  departm.ent     $451,.788         $422,385 
Veterans  rehabilitation        23,874  17,020 

division 


Totals        $475,662         $439,405 

Expenditures  of  the  department  of  veterans  services,  by 
budget  classifications.  In  recent  years  were  approximately  as 
follows : 
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1947 


1948 


Personal   servi 

ces 

$139,701 

$165,917 

Contractual   se 

rvices 

3,322 

6,468 

Equipment 

1,126 

953 

Supplies 

5,245 

6/501 

Materials 

13 

56 

Special   Items 

734,724 

786,871 

Totals 

$884,131 

$966,766 

Payments  to  veterans,  or  their  eligible  dependents,  are 
included  in  the  budget  classification  of  special  items.  According 
to  reports  of  the  department  of  veterans  services,  payments  of 
vetera.ns  benefits  under  the  liberalized  legislation  of  1946  were 
approximately  as  follows: 


Veterans  benefits 

Burials 

War  allowances 

Totals 


1947 


$723,297 
3,769 

1,866 


1948 

766,566 

6,776 

986 


$728,932       $774,328 


Burial  expenses  increased   in  1948   largely  as  a  result   of 
the  repatriation  program »      Vlar  allowances   covering  World  War   II 

service,    as   prescribed  by  Chapter   II,   Acts   of   1942,    as   amended, 
virtually  have   ceased. 


The   tabulation  presented  below   indicates   the  approximate 
distribution  of  veterans  benefits,    excluding  burials  and  war 
allowances,    by   classification   of  veterans   scccrding   to   the   war   in 
which   they   served: 


Civil  War 
Indian  War 
Spa,nlsh  War 
Mexican  War 
World  War   I 
World  War   II 


1947 


379.062 


1948 


$    9.070 

$     8,128 

1,393 

l.OoQ 

20,600 

19.416 

636 

582 

317,241 

324,459 

412,912 


Totals        ^723. 297        $706,560 
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